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- (ii) -
" ...• giudico potere esser vero che la 
fortuna sin arbitra della meta delle azioni 
nostre, ma che ancora elle ne lasci 
governare l'atra meta, o poco meno, a noi" 
" ••. I think it may be true that destiny 
is the arbiter of one half of our actions, 
but that it leaves us the other half, or a 
little less, to govern" 
Niccolo Machiavelli 
Il Principe, cap. XXV 
- (iii) -
PREFAC'.a: 
This thesis was written in response to the increasingly 
evident need for the most complete information possible 
on planning activity and practices among South African 
firms. It was also dictated by an urgent necessity to 
clarify the methodologies, techniques and frameworks used 
at present in business planning. 
Alas, only too often scholars and practitioners alike 
assume that a comprehensive and general theory on 
planning exists, complete with methodologies, models, 
frameworks and so forth. But anyone examining the vast 
amount of literature on planning and related subjects 
published during the past twenty years would find this 
to be a fallacy, and may experience the same desire for 
the clarification of the present status of the planning 
art as we did. This desire became one of the principal 
stimuli for our investigation. 
Some studies may be built on already well-established 
foundations, but this is unfortunately not the case in 
our enquiry as there is as yet no appreciable base 
consisting of a distinct body of knowledge and relevant 
theories. In attempting to delineate this knowledge, a 
necessary point of departure is an appraisal of the current 
state of human knowledge. We shall, therefore, start with 
a broad review of this knowledge and narrow it down to 
areas which are particularly relevant to business planning. 
This attempt will, hopefully, point to a body of distinct 
knowledge indispensable to modern planners and show that, 
- (iv) -
whilst a large body of this knowledge lies within a 
discipline called 'management science', Q~her relevant 
knowledge is found in economics, organisation theory 
and theory of knowledge. This analysis will, at the 
same time, highlight the present status of the relevant 
theory of planning, and indicate gaps between the state 
of the art and the needs of the business. We shall 
suggest that a general planning theory must come from an 
interdisciplinary approach. 
The aim of these efforts is to develop a broad framework 
and guide for our analysis of planning activity, concepts 
and methodologies at present used by South African firms. 
On the basis of these findings we shall than make judgements 
on the manner in which South African planners address each 
of the descriptive and normative planning topics, and 
suggest possible directions for further research. Finally, 
we shall attempt to formulate a conceptual long-range 
planning model as we see it, and discuss the usefulness 
of formal, mathematical planning models as revealed by our 
study and survey. 
In concluding the preface, I should like to convey my 
thanks to various persons who assisted me in writing this 
thesis. Of these I would mention iri particular 
Professor J.D. Hampton for the help he has given me 
during interviews. I am also greatly indebted to 
Professor A.P. Abrahams for the initial inspiration and 
Professor M. Feldberg for his help and encouragement. Last 
but not least my thanks go to Mrs J. Wood who had the 
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PART I APPROACH AND TOOLS 
1. INTRODUCTION 
A leading practitioner of planning has observed 
"There is nothing new about long-range 
planning, corporate strategy, or 
corporate development. Only the 
emphasis is new. By one means or 
another, all companies in the past 
have adjusted themselves to changes 
in competition, markets and 
technology. All companies to some 
degree have always had plans for 
improving their situation. 11 Cl) 
What is the new emphasis? True, companies have for 
many years had short- or long-range plans for their 
operations, and yet, in one sense, corporate planning 
is a new management tool. Its origin can be traced 
to the period following World War II when many firms 
began to realise the necessity of a different approach 
to planning. During this time the emphasis has 
shifted from haphazard to formal planning. 
What were the reasons behind this change? During 
the 1950's it was realised that predictions and 
planning executed on a formal basis were becoming 
critically important in the light of changes 
occurring in the firmsi environments. 






the growing population, increasingly complex 
social, economic, technical, political and cultural 
factors, were so compelling that organisations of 
any kind were faced with.the inevitability of using 
more conscious, integrated long-range planning if 
they wished. to survive under new conditions. 
Without a more $yStematic, formal and analytical 
approach towards· planning, the increasing learning,, 
supply and allocation problems-could not be solved. 
The problems faced by humanity in general, and by 
business firms in particular, have been admirably 
described by Alvin Toffler in his book, "Future 
Shock". He said : 
"We are entering a new society. Not a 
changed· society. Not an extended larger 
. life version of (O\lr present society 1 ·but 
a new society. "· 2 J · 
He goes· on to expla,in that unless we understand .this 
·we shall destroy ourselves in trying to cope with 
·tomorrow. . He calls the changes occurring in our . . 
society a "revolution of the high-technology nations". 
We should realise that such a situation obviously 
. . 
needs our recognition that we are racing towards a 
wholly new stage of eco-technological development, 
in which technocratic planning - not only the · 
centralised national planning which until recently 
characterised the .u.s.S.R. but. also the iess formal 
more dispersed attempts at systematic changes - is 
collapsing~ 
Companies have always had planned projects and have 





cannot channel the forces behind the changes in 
our environment. Where change is swift the old 
methods only intensify the instability and lead 
ultimately to the unleashing of dangerous political, 
cultural and psychological currents, such as 
· i deli'nquency, criminality, terrorism permiss veness, 
and so forth. 
This situation, described so vividly by Toffler, 
rose above the threshold of crisis during the 1950's 
though the tempo had been quickening for decades. 
It is becoming more rapid and the pressures exerted 
by it more severe. Society's primary problem is 
to find a way to manage its affairs in this new 
situation. 
Some scholars in management like Ewing, Kami, Green 
and practitioners like Steiner and Drucker realised 
the absolute necessity of finding the solution through 
a more formal., analytical and systematic approach to 
planning and devoted their efforts in the early and 
middle fifties towards the acceptance of systematically 
integrated planning by business enterprises as the 
sole means for survival. 
Many firms have responded to this call, but there 
are still large numbers of others who cannot grasp 
the inevitability of acceptance of this new "religion". 
The gospel of unity can be best described by using 
Robert L. Katz's statement from hi' s book. , "M anagement 














"Only through explicit attention and 
conscious planning can a company 
increase its control over its own 
destiny. Such planning allows the 
enterprise to determine and alter 
events, to actively initiate upon 
its environment, rather than allow 
itself to be shaped.by external 
factors over which it exercises no 
control." (3) 
- 6 -
2. SCIENCE AND KNOWLEDGE 
2.1 Definition.of Science 
It may be objected that a discussion of science 
and knowledge is rather far removed from 
business planning, but it can nevertheless be, 
shown that the relationship between science, 
planning and effective modern business 
management is surprisingly close in the 
twentieth century. 
All that a businessman required in the past, 
in order to make adequate decisiO~i. was 
experience and intuition. But, as pointed out 
above, the rapiidly changing world makes this 
type of decision-making obsolete. 
Modern business is a complex and composite 
interaction of many variables, and businessmen 
must base their decisions on the knowledge of 
how the variables interact and why they do so. 
Changes in conditions calling for a new pattern 
in corporate behaviour can only be recognised 
through such knowledge. Naturally, to be 
able to predict the outcomes of their decisions 
with justified confidence, modern managers must 
possess such knowledge. 
As will be illustrated, modern management 
has its foundation in science and scientific 
research; an explanation of this fact requires 
an elaboration on the nature of science and on 
I· 
7 
the function of research in linking science 
and business practice. 
Planning being the most important aspect of 
management activities, it is essential·to 
describe what every well-educated planner should 
know. To achieve this1 we have to start with a 
I 
broad review of human knowledge, and then attempt 
to narrow it down hopefully to areas of knowledge 
which are.particularly relevant to planning. 
Obviously, such an approach should in itself be 
scientific. We must make it clear that the 
planning executive of today must be a social 
and economic philosopher of a different kind -
an epistemologist - with regard to his method of 
operations if he is to achieve his objectives. 
Attempts have been inade to define science in 
terms of its structure, its purpose or goals, 
and its methods as well as its ·distinction 
from other methods of adding to knowledge. 
However, to apply equally to management, let 
us define science for our purpose as a style of 
thinking and acting, and not as a body of 
knowledge; as a process for making seen, heard 
and felt, certain kinds of things that are 
sensed in the external world, or as Singer puts 
it, "a search for judgements to which universal 
assent may be obtained - universal, that is, on 
the part of those who understand the judgements 
. and their bases" . It is "a search that never 
Figure 1 One Possible Classification of Science 
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similar properties, let us bear in mind that 
science too is in a state of dynamic flux and 
so it takes on new meanings with successive 
changes. 
There must be, however, an agreement on a few 
of its characteristics. 
There are many definitions of science but for 
our purposes the definition suggested by Singer< 4> 
is most appropriate. Firstly, as he put it, 
it is a search for judgement. Science, therefore, 
is a process of inquiry, during which better and 
more effective procedures for answering questions 
and solving problems are developed. 
Secondly, although we are not primarily interested 
in this aspect, science is taken to be a body of 
knowledge. By this is meant an organised body 
of tested knowledge based upon the accurate 
observation of relevant phenomena. This kind 
of knowledge is articulate, well verified and 
systematic. It is stated as exactly and simply 
as possible and describes in general terms the 
relations which have been proved to exist among 
facts. 
A science, then, is a set of internal.ly consistent 
propositions, principles and laws and theories 
describing some significant portion of man's 
,, 
knowledge. These theories are never infallible 
guarantees of truth and, therefore, never 
indefensibly true. 
_, __ --,,,- ---- ___ , -
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yet been tested. It i~ therefor~ only a 
tentative explanation of a phenomenon or 
a solution of'a,problem. 
(4) Laws and principles. A well verified 
hypothesis is considered to be a law and 
asserts an invariable association among i 
variable~ and this association may be of a 
deterministic or probabilistic nature. 
Laws may be classified as empirical 
(experimental), derived from actual observ-
ation of phenomena or from a controlled 
experiment. A theoretical law represents 
a statement of relationships based upon 
other laws, premises or assumptions. A 
principle is a fundamental statement or 
general truth providing a guide to thought 
or action. 
(5) Theory. In the scientific sense a theory 
consists in a logically integrated set of 
propositions about the relations of variables. 
It is a system of explanation; it may 
encompass hypotheses as well as laws. 
Theorie~ like law~ are susceptible to 
testing, modification and rejection at all 
times. 
We have considered the structure of science from 
the viewpoint of its building blocks. Let us 
analyse and view it now in terms of its component 
disciplines as shown in Figure 1, which suggests 
that science is composed of the following 
disciplines(6): 
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(1) The conceptual discipline which is concerned 
with ideas of and about the world, such as 
mathematics and philosophy which deal with ideas 
exclusively and are concerned with relationships 
of ideas and not with empirical .}observation. 
(2) The social discipline which studies behayiour, 
' attitudes and motivation of human beings.and 
which is built on empirical foundations. 
Empirical science has two major objectives 
to describe practical 'phenomena in the world 
of our experience and to establish general 
principles by means of which they can be 
explained and predicted. The distinction 
between these two goals leads to two types of 
science : (a) positive, descriptive science 
which is a systematic body of knowledge, including 
a description and explanation of existing 
relationships, and (b) prescriptive or normative 
science which is concerned with what ought to 
be. Normative science is concerned with 
answering how to achieve established goals in 
the most efficient manner. Much of normative 
science is concerned with the development of 
criteria for achieving the established goals 
and this involves value judgements. 
The most important discipline to management 
is psychology, which covers a large field. 
On one side it is concerned with the study 
of the more obvious vital functions, such 
as reproduction and digestion; on the other 
hand it merges into a consideration of 
social relations and activities. It takes 
human activity and conduct as its subject-
14 
matter and is qualified by some as a 
science of the conscious or near-conscious 
activities of living individuals. 
Psychology, once defined as 'a science of 
soul', has justified its position as one 
of the major sciences and its various points 
of view can be classified as - (a) structural 
psychology (now called existential to 
distinguish it from Gestalt psychology); 
(b) functional psychology; (c) behaviouristic 
psychology; and (d) dynamic psychology.< 7 > 
Psychological research uses various methods 
of which the comparative method is of 
interest to us. It is a way of describing 
observed likenesses and differences whether 
among specific individuals, groups of 
individuals of the same class or differing 
species of individuals. Likenesses become 
norms and when statistically expressed, 
averages. 
from norms. 
Differences become variations 
With economics already discussing business 
and industry, and with government treated 
by political science, sociology found much 
of the field of social science already 
preempted. However, it claims to discuss 
the general laws governing all social 
developments whatsoever, and it has already 
won in the West a certain recognition as 
the body of knowledge having to do with the 
more general conditions of all human 
15 
associations. Yet, both the history and 
the contemporary state of sociology give 
evidence of confusion. 
(3) The physical disciplines, which include a 
long list of natural sciences of which 
physics, chemistry and biology are the 
major historical cornerstones. As the 
premises of mathematics are postulates 
of pure thought, the building stones of 
natural science are perceived facts. To 
the risk of reasoning the natural scientist 
adds the hazards of empirical observation. 
Every natural science is an intensive, 
experimental study of one of the many aspects 
of nature. By physical nature is meant the 
space-time world, the totality of actual 
material events. 
The chief methods of procedure in natural 
science may be summarised as follows : 
(a) Natural science rests upon experimental 
observation and precise measurement, 
which relies upon instruments of precision. 
(b) The natural scientist claims to describe 
observed phenomena in generalisations 
which must be as simple, comprehensive 
and well organised as possible. In 
addition, the natural scientist has made 
extensive use of various geometrical 
or mechanical models to aid the mind in 
16 
picturing and explaining principles. 
(c) No intellectual constructions, however, 
surpass mathematical formulae as a 
precise and convenient basis for 
description and prediction. For this 
reason the natural scientist reduces I 
his results as far as possible to 
mathematical models. 
(4) During the past twenty years there has been 
an explosive growth in information 
science. Despite the lack of unanimity on 
this point, there is a growing body of 
evidence that information sciences will 
take their place along.with the other main 
disciplines as a study of a distinctive 
class of real.-world phenomena. 
The above four disciplines forming the core of 
the scientific tradition before the twentieth 
century can be presented as the pure mainstreams 
of the search for knowledge, each concerned with 
a distinctive group of similar phenomena. 
Since the beginning of the twentieth century 
knowledge has been expanded spectacularly 
because of interdisciplinary search for 
knowledge. This search is concerned with 
studies of systems, each of which incorporates 
more than one of the 'pure' disciplines. 
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2.4 Scientific Method 
Einstein repeatedly emphasised that science 
must start with facts and end with facts, no 
matter what theoretical structures it builds 
in between. First of all, the scientist 
observes, then he attempts to describe in 
complete generality what he has seen and what 
he expects to see in the future. Next he 
makes predictions on the basis of his theories, 
which he checks against facts again. (S) 
This cycle starts with facts, ends with facts 
and the facts ending one cycle are the beginning 
of the next cycle. Theories are formulated 
tentatively but they are abandoned if the facts 
do not bear out the predictions. 
The first step that carries us from the original 
observation to the theories is known as 
"induction", or the formation of theories on the 
basis of factual knowledge. Next the scientist 
must get from his general laws a prediction, 
and this step is accomplished by "deduction", 
which is a logical analysis of what the general 
law says about a particular event in the future. 
Then he returns to the facts and sees if his 
prediction was right. This third and final step 
consisting of experiments or observations, is the 
"verification" of the theory. 
The method of science is systematic and 
cumulative and the results of scientific research 
18 
must be freely and widely communicated. 
'Systematic' means orderly, not random. Other 
scientists must be able to follow similar steps 
in approaching similar problems and all relevant 
variables must be classified and evaluated as a 
part of the process. 'Cumulative' implies 
that results of knowledge are not discarded but 
rather that the new knowledge is built upon old 
knowledge to form a body of science. 
Finally, for the orderly and efficient advance 
of knowledge it must be freely communicated. 
This provides the basis for knowledge to be 
built upon knowledge. Conflicting results are 
identified and eliminated through such a broad 
communication and further investigation is 
thus directed toward uncovering the true state 
of nature. 
Can scientific method be applied to business 
problems? Naturally the answer is that it 
can, and of special interest and value to this 
sphere of activity is the approach suggested 
by Russel L. Ackoff .< 9) Its application will be 
illustrated later in our discussion on the 
building of models. Ackof f suggests that 
methodology means a special type of problem 
solving and any problem situation which arises 
in a scientific research may be represented by 
using the following formula : 
v = 
where V = 
= 




f (X. , Y.) 
l. J 
the measure of the value of the 
decision that is made 
the variables which are subject 
to control by decision; the 
decision variables define the 
alternative courses of action 
the factors (variables or 
constants) which affect performance 
but which are not subject to 
control by the decision maker 
within the scope of the problem 
as defined; these are called 
parameters 
the functional relationship 
between the independent variables 
and constants, Xi and Yj, and the 
dependent variable V. 
Solving a problem consists in finding those values 
of the decision_ variables, Xi (expressed as a 
function, g(Yj)) which maximises (or minimises) V. 
However, he cautiously adds that at present only 
a few problems can be formulated in this way but 
there is a steady progress going on in this field 
and even when we cannot find the optimality -
which would be the objective of methodology - we 
can learn a lot about the relative effectiveness 
of different research procedures using the above 
approach. 
20 
How does our identification of scientific 
knowledge contribute to the understanding and 
improvement of management practice and hence 
of planning? What can we conclude about 
the nature of science as applied to management? 
21 
3 .. SCIENCE AND MANAGEMENT 
· 3.1 The Nature of Science in the Context of 
Management 
With such questions in mind we shall explore 
the relationships of science to management by 
postulating the following premises : 
(1) Management means accomplishing an end by 
judicious use of means, and as such is a 
universal activity of mankind. 
(2) Science can be described as an organised 
activity and as such operates according 
to some managerial principle •. 
(3) Hence, applying science to management 
means applying it to conditions in which 
science;~ pursued. 
(4) Applying new concepts and tools to 
management changes the environment in 
which management operates as well as the 
language which management uses. 
Our analysis wi.11 lead us first to the examination 
of the nature of science in the context of 
management and then of the nature of management 
as an object of scientific attention. This 
examination will be based on the definition of 
science as a search for judgement, as suggested 
by Singer< 4>. 
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In studying management we are examining the 
acts of men directed toward the accomplishment 
of some objectives and goals both implicit and 
explicit. 
If we were to ask how science helps management 
on this score, we would find very few judgements 
that agree. But if we could· agree that science 
and some of its special modern tools, like 
operations research, study activities which are 
essentially teleological in character and 
therefore end-oriented, we may find that some 
progress has been made. 
Science offers models contributing to many kinds 
of problems in decision-making, enabling us to 
predict management effectiveness in quantitative 
terms (e.g. levels of inventories, replacement of 
equipment, its maintenance, allocation of 
resources, transportation and many other functions). 
Such models demonstrate that we can predict 
consequences of specific types of internal 
behaviour as influenced by types of external 
behaviour and physical events. 
However, in spite of all this success, ther.e seems 
to be something lacking in this 'scientific' 
approach. The new, most successful, developments 
appear to be based only upon constructing models, 
nothing more. Science must aim at more than that. 
General principles - similar to other sciences, 
like those in physics - must be formulated. We 
are able to construct satisfactory models for 
specific cases, but, alas, are unable to formulate 
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general principles on which their construction 
is based. 
This is probably due to science's over-
concentrating on problems of very narrow rather 
than general significance. 
The classical problem solving approach as applied 
at present is not enough. We need to realise 
that management represents the process of both 
social and biological law. We need a lucidly 
expressed representation of what life is, but 
this cannot be obtained by a mere accumulation 
of new facts and through perfecting and completing 
the language of operational management. 
We have stated above that knowiedge is cumulative 
and to some extent self-correcting but, although 
this is import.ant, the knowledge· in its elf is 
not enough. 
We may know, for example, why a given ·combination . 
of variables yields a particular.value of an 
effectiveness measure, but this knowledge does 
not tell the whole story. It cannot tell us 
that, while using this particular measure, it 
may set into motion a s·equen:ce of events over 
time that changes the relational nature of the 
business process to which the original optimisation 
(e.g. optimal inventory levels) was applied. For 
the science, however,· such a sequence remains only 
qualitative in nature. 
So, thus far, we have been "model o·riented" for 
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We have defined science as a managed activity 
and management as a universal activity. These 
definitions point to the intimate relationship 
between these two activities. And so, to find 
the answer to our question above, we need to 
examine the nature of management. 
3.2 The Nature of Management as an Object of 
Scientific Attention 
We shall not start our enquiry by asking what 
management is, but how the effectiveness of the 
management of an organisation can be measured as 
this seems .to us the key question to which science 
should address itself. There is only one 
dimension where such a measurement can take place : 
the interaction of the enterprise with the rest 
of society. Though this statement may seem to 
be either obvious or trivial or both, it 
expresses exactly the nature of our knowledge 
about management. 
Using a.simple abstraction, we can now, from 
one scientific viewpoint, define management as 
the assignment of tasks to people who use 
prescribed communication links., and as the 
monitoring of .the performance of these tasks, 
including such subsequent changes .. in assignment of 
tasks, communications and methods of monitoring 
as seem expedient. Many organisational studies 
have been built around these simple components. 
In analysing an organisation, we find, however, two 
difficulties. Firstly, only the simplest of the 
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assigned tasks can be stated in generalities 
because in rea~ity the tasks themselves are too· 
diverse. Secondly, the entities to whom these 
tasks are assigned are themselves so diverse 
that they exert influence on the assignment 
itself, as well as influencing other entities 
in the organisation. 
In view of this complexity, we can now understand 
why scientists have chosen particular tasks and 
the means to accomplish these tasks as the most 
fruitful areas of investigation. But, are 
dynamic theories of the processes described above 
possible, even in the most simplified cases, and 
what central variables should be selected to 
describe the internal and external interactions 
of. such a management system? 
We know that it is both desirable and necessary 
that science tackle the questions of what management 
is - which as an object of and for scientific 
study, still needs definition; what it does or 
should do, and why, but we seem to be lost facing 
up to the kind of knowledge that science has thus 
far discovered in this sphere. 
It is imperative that we begin by examining our 
approaches to management issues as they face the 
entire human race, and the contributions of 
science to understanding and knowledge of 
managemerit which, as we.shall see, is meagre indeed. 
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3.3 The Contribution of Conceptual Disciplines to 
Management and Planning 
.To delineate the contribution of science to 
understanding and knowledge of management, we 
have to examine the relevant disciplines 
individually. We shall begin our analysis by 
evaluating the contribution of conceptual 
disciplines. 
Mathematics and philosophy, two mainstream 
sciences studying pure ideas, are both highly 
relevant as inputs to management and planning. 
Mathematics provides internally consistent 
logical structures and appropriate methods of 
calculation for transformation within the 
structures. Its tools and techniques are used 
by management and we have continuously improved 
these tools for dealing with stochastic 
processes - we can use computers for simulation 
and gaming as well as in linear, non-linear and 
dynamic programming. We can use these tools 
and techniques at operational levels of business 
but, as pointed out above, although it is 
important to know actually and hypothetically 
why a given combination of variables gives a 
particular value, or how to describe branching 
processes, or provide models of consumer 
behaviour among others, this knowledge is 
insufficient. 
Since the dawn of recorded thought, philosophers 
have attempted to identify the ideals of mankind. 
Three such ideals were identified - truth, goodness 
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and beauty - and modern philosophers have 
identified a fourth - plenty or economic 
abundance. 
It is one thing, however, to have these ideals, 
but it is another thing to define and justify them. 
We can, nevertheless, analyse all that is involved. 
in 't;he pursuit of an ideal - the objective; we 
can find the relevance of the ideals of plenty, 
truth, goodness and beauty. Men pursue 
objectives (ends or goals) by various means 
(courses of action) using a variety of conceptual 
and physical instruments. 
It would then appear that if men want to attain 
any objective they must be capable of attaining 
the four mentioned ideals expressed as follows : <12 > 
(1) .The scientific ideal of perfect knowledge 
(2) The politico-economic ideal .of plenty 
(3) The ethical-moral ideal of goodness achieved 
through : 
(a) the absence of contrary and contradictory 
objectives within each individual -
attainment of peace of mind 
(b) the absence of conflicting objectives 
among people 
(4) The aesthetic ideal of beauty. 
The structure of many societies shows that the 
pursuit of these ideal$has objective reality. 
Examining this structure we find that the principal 
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difference between societies is how they assign 
relative importance to the allocation of their 
resources in this pursuit. 
Obviously the achievement of an ethical-moral 
ideal of goodness through elimination of 
conflicting objectives should be the principAl 
aim of management. Philosophy offers the ma]or 
source of value providing management with 
criteria for choice among alternative courses 
of action. 
In an ideal situation mankind would arrive at a 
complete scale.of values through ethical consider-
ations and would acquire an 'omniscient science' 
according to which mankind would always know what 
. . 
objectives are attainab~e and what th~ right 
means are to achieve these ends. However, 
sc~ence, as actually available to us, falls short 
in both of these aims. We shall never attain 
•such a level of knowledge because science is 
changing too~ It is incomplete. 
3.4 Contribution of Social Disciplines 
·. Among the major contributions of social sciences 
to manage~ent and hence to the planning proble·m are 
(a) Empiri·cal data on objectives of organisations 
and of individuals. 'This is the second 
source of the v'alue system, the first being 
experience itself. 
(b) Knowledge about structure, stability and 
cohesiveness of organisations. 
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take guidance for their every-day activities. 
The social scientists may give us advice today 
on what we should do / but we do not pay a 
great deal of attention to them, because we do 
not really feel that they know what they are 
talking about. 
However, even when social science will 
eventually reach the stage where it can make 
( 
predictions about our actions with scientific 
regularity, we will have to face the difficult 
question of how far the experts are to be 
trusted in our most basic decision. Even 
this stage will pass and eventually social 
science will acquire the same respectability 
as the physical sciences. 
Be it as it may, we can say that, for example, 
the theory of sampling was developed in the 
context of social analysis: Factor, latent 
attribute and scalogram analyses developed in 
psychology are finding inc:r:easinguses in the 
physical sciences, arid most of the tools of 
modern statistical analysis were developed in 
behavioural sciences and biology. 
3.5 Contribution of Physical Disciplines 
The contribution of the physical disciplines 
is through the information offered on the 
characteristics, capabilities and limitations 
·of the resource conversion processes in the 
firm. 
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Management has borrowed and uses ideas from 
physics, such as controlled experimentation and 
dynamic consideration of behaviour homeostasis. 
Chemistry offered management the ideas of 
hierarchy of systems, of hierarchical control 
and of perfect organisation of components. 
The ideas of negative feedback control, of flows 
and processes of matter, energy and information 
have been borrowed by management from biology. 
3.6 Contribution of the Interdisciplinary Disciplines 
· The potential contribution to management from 
studies of information is great. Many of the 
early ideas and concepts of planning have 
neglected the problem of t~e transfer of 
information. Present experience indicates that 
the search for information, the processing of 
large volumes of data and the communication and 
acceptance of processed informatiop have 
major influences on the success .i of business 
planning. 
Changes in. organisational structures .were brought 
about in the period after the World War II 
through tremendous growth, diversi~ication and 
internationalisation of many corporations. 
However, the necessity of an intimate linkage 
of information requirements with the structural 
changes has not always been real~sed. This. 
failure may have been caused by the lack of 
understanding of the nature of information 
required by managerial decision makers. 
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A business organisation can be viewed as a series 
of large information networks. This idea has 
been expounded by teachers of management for many 
years, but was only discussed within the general 
framework of the business process, and no-one has 
attempted to examine systematically the different 
aspects of each.information network. 
The information required by management must be 
related to__ its planning and control functions. 
Management ne~ds : 
(a) environmental information,. 
(b) competitive information, 
(c) internal information, 
and it is important in every case for management 
to formalise and regularise the collection, trans-
mission, processing.and presentation of information 
required. 
Though simple sounding, these are enormous tasks, 
and only recently have methods., tools and 
techniques and processing equipment been made 
available and been applied to this.management 
concept in an effort to achieve in practice what 
had previously been only a vision. Management 
information systems play a vitally important. 
role in the development of corporate long-term 
as well as short-term plans. and in achieving 
effective control of business activities at all 
levels within the enterprise. 
Information is an important resource, and it may 
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(2) As has already been mentioned,because of 
their special importance, extensive studies 
have been made of data flows within 
business organisations, and of the 
feasibility of installing data processing 
and communication equipment for coping with 
these data flows. 
(3) Mathematical tools and techniques, taken 
from various scientific .disciplines, have 
been applied to the study of business 
events. By this approach new management 
control devices and management tools for 
coping with various business functions have 
been produced (e.9. reorder points and 
reorder quantities for inventory control, 
linear programming, production control 
systems, operations research, etc.). 
Business.processes have been submitted to 
the scientific method, and applied models 
(mathematical, descriptive, analytical and 
simulated) are used frequently to study 
business situations. 
S6ience, of all disciplines, is increasingly being 
drawn into top level management decision making. 
Such developments as operations research ·.and 
systems analysis and engineering have brought 
science into the field of impqrtant social and 
economic problem solving. 
One particular interdisciplinary system which 
has made a major contribution to management 
studies and planning is the field of economics 
_, 
Figure 2 (cont.) 
Discipline Low Level An Intermediate High Level Super System Ideas That. Can Be Borrowed System Level System System or Used By Management 
Psychology Personality Perception Human being Dyad (a group Understanding behaviour 
attribute of 2) or Understanding oneself 
Triad {a group - group dynamics -
of 3) cultural factors - social 
factors 
(/) Sociology Primary Community Society World Dealing with people 0 
0 group Universe Advertising considerations ..... 
Pl New product development 
I-' 
(/) 
Anthropology Family (human limitations 0 Tribe Civilisation Culture Physical 
I-'· (cultural) considerations) CD 
:;:J 
0 
CD Economics Transaction Demand and National Economic Forecasting economic 
supply economy unions conditions 
(e.g. Common Pricing Price elasticities 
Market) Understanding the competition 
Management Individual Group or Organisation Industry or 
or single department federation 
operation 




4. THE UNITY OF SCIENCE AND MANAGEMENT 
4.1 Definition of Management Science 
Whatever the contributions of scientific 
disciplines to management are, or whatever 
management is, one thing is sure: science has 
revolutionised the physical environment of the 
manager. Yet, the revolutionary technologies, 
new forms of energy and application of science 
to management have not succeeded in controlling 
hunger, pollution, congestion and the ugliness 
of our cities. 
The rapid progress of science and technology 
promises the promotion of human welfare,. and at 
the same time imminent threats to universal 
security present the whole human race with a 
greater responsibility. The fate of all people 
is now inseparably linked together and cooperation 
and collaboration, dictated by appreciation o'f 
every aspect of the common human position, is 
essential for the survival of mankind. 
This should be the function of management. It 
should make desirable changes now and so lay the 
basis for changes in the future. At present, 
with all his knowledge and techniques, the 
manager-scientist should be able to predict such 
changes. 
The term used above - manager-scientist ~ is used 
in this context expressly to imply the equality 
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of both partners - science and management. It 
is vitally important that science now begins to 
speculate about management and develop 
appropriate and useful explanations of the world 
of management. 
The prevalent, confused state of mind must make 
way to the realisation that management and science 
are, and must be, a unity. 
Science must be managed in such a way· that 
management becomes science. When science changes 
management, it must recognise that the environment 
of management is changed too, and science must be 
able to predict the future environment resulting 
from its work. Science must provide for a 
universal education in management sciences, and 
use the scarce management science resources to 
solve serious problems onlyJ14 > 
The term 
qualified. 
'management science' should now be 
What should be understood by this 
discipline? What kinds of results can we 
expect from this science? 
These questions may be answered in the following 
terms : 
(1) The bulk of management science is concerned 
today with the physical-social inter-
disciplinary system. Management science is 
oriented towards decision a~alysis. There 
are two parts of such a stu.dy : (a) the 
--
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system, influenced by the decision-maker, 
the performance of which management 
science wishes to control, and (b) the 
controlling system, the decision-makers. 
The total subject-matter is made up of 
knowledge about behaviour of physical 
objects or systems (e.g. production process), 
and human beings (decision-makers and other 
humans in the system being controlled). 
The task of the decision analyst is to. solve 
specific types of problems by· using models 
(procedures) • The social element provides 
the decision criteria (measures of effective-
ness - profit maximisation in whatever form 
it is to be found), and the physical element 
supplies the models. 
(2) Information collection, transfer and handling 
are excluded from the majority of such models. 
(However, management scientists could, 
profitably, become very much more involved in 
the design of information systems. The 
construction of models frequently identifies 
new information requirements or modifications 
in the form of existing information. They 
could contribute to information system 
design on (a) choice and definition of 
measures of performance, (b) problems of the 
accuracy of information.) 
(3) Social phenomena of human motivation are also . 
generally excluded from models. . It can be 
--
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said that management science, following 
the pattern of classical economists, has 
been, up to now, studying 'dehumanised' 
business. Only very recently, a full 
interdisciplinary view of business problems, 
I 
including simultaneously physical, inform-
ational, economic and economic behavioural 
variables, has been adopted. 
The manager does not find many readily available 
laws such as are found in physics, chemistry, 
engineering and, perhaps, economics. The 
management scientist has to bring laws and 
principles together so that the impact of alternative 
actions can be expressed. His knowledge resides 
in his procedures for tackling specific types of 
problems. So we 6all him a decision-technologist 
because he does not develop law-like hypotheses 
himself, and management science (or science of 
management?) can then be understood to mean the 
application of rational and scientific values to 
all planes of human life, but especially to life 
as it is found within complex organisations like 
business and the military and government agencies• 
4.2 Methodology of Management 
A survey of the literature and works on 
methodological problems of management science 
appears to indicate that some experts believe 
that scientific methods in physical sciences 
are in some way different in principle from. the 
scientific method used by management science. 
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Clearly, the underlying philosophy of any 
scientific method in any area - observation, 
theory, prediction and verification starting 
with facts and ending with facts - is no less 
relevant to management science. 
They seem to forget that appropriate conditions 
leading to this deterministic structure must first 
of all be correctly identified. That this 
identification is difficult in management science 
one cannot doubt because new conditions are being 
continuously generated all the time, and the 
application and development of management sciences 
will obviously influence this. Manag~ment 
scientists should strive to find out the reasons 
for this difficulty in their discipline. 
Our conclusion, therefore, must be that the method 
cannot be different. What is different is o~ly 
the subject-matter. 
4.3 Techniques Used By Management Science 
The techniques assembled, in Figure 3 cover an 
enormous area and penetrate into every function of 
management. They range from the relatively simple 
to understand and apply as a routine, to others 
calling for considerable expertise, and therefore 
to be applied only by specialists. 
Techniques cannot be applied like universal 
medicine to cure the company's problems; these 
do not always come in easily recognisable forms 
with clearly defined characteristics as shown above. 
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Figure 3 Techniques Used By Management Science 
Technigues Skills 
Corporate planning 
Decision theory, decision 
trees, game theory 
Company models 




Reporting by responsibility 
Management by exception 
Systems analysis 
Computers for data processing 
Computers for information 
retrieval 
Random observation 
Critical path method 
PERT 
PERT/cost 
Branching networks, resource 




Time series analysis 
Regression analysis, 
Box-Jenkins 
































Fiqure 3 (cont.} 
Techniques 
Value analysis 
Marginal costing, contribution 




Production control by 
computer 
Simulation Monte Carlo 
Queueing theory 
Statistical quality control 









Job description, job 
evaluation, merit rating, 
salary progression curves, 
time span of discretion 
Manpower planning 
Intelligence, personality 
and aptitude tests 
Quality protection. 
Statistical stock control, 













Computing, systems engineering 
Statistics 















Figure 3 (cont.) 
Techniques 
Statistical design of 
experiments 
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Information theory and cybernetics have not yet 
developed beyond the research stage. 
Brainstorming calls for no specialist skills - or 
rather for the skills of as many specialists as may 
be concerned with the problem. 
Source : B.T. Boulden, Professor of Business Studies 
at Warwick University: Management Today -
Annual Review 1972: p.13. 
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Figure 4 Some Proven Applications of Management 
Science Techniques 
Forecasting demand for consumer products 
Scheduling projects (PERT) 
Planning production (short-term) 
Controlling inventory of all types 
Purchasing order size decisions 
Planning promotion (advertising) levels 
Locating warehouses 
Selection of projects in which to invest capital 
Forecasting national economic trends 
Scheduling·aircraft (in airlines), ships, freight cars 
(in classification yards) 
Routing aircraft 
Planning service facilities at ticket {and similar 
customer service) counters 
Reducing turn-around time of ore transporting ships 
Plant layout 
Purchasing of inputs for blast furnaces 
Routing work in a steel plant 
Reducing trim waste in slitting processes 
Minimising energy used in steel works 
Planning maintenance activities 
Procedu~es for purchasing production facilities 
Refine product scheduling 
Managing deliveries of petroleum products 
Estimating demands for utilities (electricity, gas), short 
and long term 
Planning utility capacity requirements 
Scheduling and loading power plants 
Mineral prospecting 
Evaluating mineral deposits 
Hospital traffic (queueing.)problems 
Estimating demand for hospital services 
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Product selection in textile mills 
Raw material purchasing for textiles 
Use of land in agriculture 
Scheduling of fermentation and filling processes in 
pharmaceuticals 
Source Compiled by the writer from many sources. 
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Even isolating symptoms and converting these 
. into a description of the problem can prove 
extremely difficult because very often their 
source cannot easily be found. 
In addition to these difficulties, men may, for 
example, have to be trained to use the technique 
as routine; fears of disruption - rational or 
irrational - may have to be overcome, otherwise 
changes will be difficult to carry out and will 
only slowly become effective. 
Figure 4 shows some proven applications of 
management techniques. 
Thus judgement - which is non-quantifiable but 
informed by logic, imagination and experience -
can seldom be ignored even when applying 
sophisticated, advanced techniques. 
4.4 Physical and Social Elements - Quantification 
and Measurement 
In its techniques, management science demonstrates 
clearly its striving for quantitative measurements 
in fields in which the necessary conditions are 
not present. 
We are, obviously, not suggesting that it should 
not be so as this would amount to our advocating 
the removal of its scientific rigour. What we 
• 
really mean is that management science should 
acquire a clearer understanding of the limitations 
so 
of measurement. As we know we can measure any 
object or any event in any way we wish, but the 
real problem is how to use this measurement. Our 
analysis shows also, that there seems to be a 
tendency in management science to accept some 
results without any experimental evidence. This 
points clearly to a lack of a methodology of 
testing. 
Management science has to accept the use of human 
beings to contribute some judgements to the 
situation, but should it not first of all examine 
the nature of such judgements, and the control of 
their use in the problem-s.olving process? What 
kinds of methodological problems are involved here? 
Management science, as we have already stated, 
seems to be oriented toward model constructing. 
However, a procedure has not yet been developed to 
find out how manager's experience could be formally 
incorporated in such mo'deis. Surely, it is of 
vital importance to study the concept of 
experience? If, in a problem-solving situation, 
we decide to rely upon it or reject it, what are 
the methodological problems involved? 
From some (more popularising approaches?) one 
also gets the impression that one can be 
scientific without being mathematical. But can 
one? Is not logic in itself mathematics? 
Furthermore, variables cannot be related one to 
another without a mathematical presentation. 
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We may, obviously, analyse any situation using 
sophisticated mathematics, and, for example, 
simulation is often presented as a ~ethodological 
approach specific to management science. But 
is it? Is it not used also in physics and 
biology? Moreover, simulation does not optimise. 
The model simulates only the operations of the 
enterprise on a computer given a set of assumed 
conditions. 
Some experts even practise prediction of social 
events from untested mathematical statements thus 
showing their basic disregard for 
scientific rigour, and so carry out their 
investigations to a degree of mathematical 
sophistication in areas that are neither fruitful 
nor desirable, and neglect those areas where even 
a simple investigation is urgent. Such an 
activity points , clearly to their inability to 
define the real problems. This does not mean, 
however, that, if problems are really complex, 
sophisticated techniques should not be used to 
solve them~lS) 
But we can propose any important solution only 
if we take into consideration both the technical 
ability and the likely attitude of people 
involved. Predictions, no matter how well 
substantiated they may be, will prove wrong 
rather than right according to what people 
decide. Here again management .science is found 
wanting. With very few exceptions it does not 
study these features scientifically. There 
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must surely be ways to explain the behaviour 
of people under certain conditions. Furthermore, 
we all know the difficulties of determining the 
"objectives". Management science is unable to 
offer us a methodology of attaining them. 
All these findings lead to a conclusion that 
there is, at the moment, no 'management science'. 
Should we abandon all hope that one day 
'management science' may become a real science? 
No-one knows, but unless we conceive a universe 
of problems highly interconnected, in which we 
could determine the circumstances under which 
problem situations fall into one class rather 
than another, and the circumstance in which one 
procedure, rather than another, is approp.riate, 
there seems to be no way in which · · . !10-called 
'management science' might indeed become a 
rigorous science. 
4.5· Summary 
Let us now summarise the difficulties and barriers 
experienced by management science : 
(1) The difficulty of measuring outcomes. 
(2) The difficulty of separating the relevant 
from the irrelevant. 
(3) The difficulty of discovering what is relevant. 
(4) The difficulty (if not impossibility} of 
prediction in behavioural sciences. 
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(5) The difficulty of distinguishing resources. 
(6) The difficulty of designing suitable 
criteria for making decisions. 
Our analysis of the nature of problems led us 
to conclude that 'true' decision-making models 
are still non-existent because very many 
problems still lie outside the capabilities 
of .. so-called 'management science' to resolve 
them. .An enormous amount o~ work will be 
required before management science can.· be 
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PART II PLANNING AS A PART OF THE DECISION PROCESS 
5. PLANNING WITHIN THE CONTEXT OF MANAGEMENT PROCESS 
5.1 Overall Analysis of Management Decision Cycle 
On the basis of the foregoing analysis we define 
management science as a normative study of 
interdisciplinary systems involving human 
participants. Historically, this study has been 
heavily biased toward t.he process by which physical 
resources are converted. However, traces of a 
more balanced view of physical, social and 
informational aspects can already be discerned. 
Management science seeks to guide and change 
organisations in their attainment of specific 
purposes (e.g. profit, personal goals of 
participants, etc.). Planning pursues an 
identical aim - to guide and adjust (change) 
organisations through specific means of 
strategies, policies, rules and budgets. 
What, then, is the relationship between management 
science and planning? The · answer is simple : the 
normative aspect of planning is a part of 
management science. 
This raises two important questions : 
(1) What are the parts of management science 
that are of major interest to planners, as 
far as the normative aspect of planning is 
concerned? 
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(2) What kind of descriptive knowledge should 
the planner acquire? 
In order to analyse the first question we have to 
place planning correctly within the context of 
management science, and to do so, we must obviously 
start with the management process itself. 
The second question can only be answered later. 
Most scholars and practitioners agree that managing 
means getting things done through and with people. 
Let us analyse the present confusion by comparing 
some examples of the management process. 
E.F.L. Brech(l) defines management as follows : 
"A social process entailing responsibility for 
the effective and economical planning and 
regulation of the operations of an.· enterprise 
in fulfilment of a given purpose or task; such 
responsibilities involving : 
(a) judgement and decision in determining plans, 
and the development of data procedures to 
assist control of performance and progress 
against plans; 
(b) the guidance, integration, motivation and 
supervision of the personnel composing the 
enterprise, and carrying out its operations." 
H. Koontz and c. O'Donnell(2)offer a definition of 




(1) Planning - which involves a selection of 
enterprise and departmental objectives as 
well as determination of the means of 
reaching them. It is thus a rational 
approach to preselected objectives. 
(2) Organising - this function is essentially 
aimed at developing an intentional structure 
for effective performance, a network of 
decision communication centres from which to 
secure coordination of individual effort 
toward group goals. 
(3) Staffing - this managerial function involves 
manning the organisation str.ucture through 
proper and effective selection, appraisal 
and development of personnel to fill the 
roles designed into the structure. All 
managers have responsibility for staffing. 
(4) Directing - this is the interpersonal aspect 
of managing by which subordinates are led to 
understand their tasks and contribute 
effectively and efficiently to the attainment 
of the enterprise objectives. 
(5) Controlling - this function implies measure-
ment of accomplishment of events against 
the standard of plans and the correction of 
deviations to assure attainment of objectives 
·according to plans. Control is necessary to 
. measure progress and may result in setting 
new goals, formulating new plans, changing 
the organisation structure, improving 
staffing and making major changes in the 
techniques of directing. 
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(3) 
For Newman, Summer and Warren managing is a 
social process because it comprises a series of 
actions that lead to the accomplishment of some 
objective, and because these actions are 
principally concerned with relationships among 
people. According to these authorities, 
managing is so complex that our minds cannot 
consider all its facets at the same time. We 
must, therefore, divide the whole activity into 
parts in order to grasp the full significance 
of each. 
According to this source, a highly useful way of 
dividing up the total task of management is in 
terms of : 
(1) Organising - Various tasks must be assigned 
to various people and their efforts must be 
coordinated. Organisation is to be viewed 
as a social arrangement because it is 
composed of people rather than physical 
objects. The men who are assigned tasks 
are independent, self-respecting individuals 
with a variety of motives. 
(2) Planning - This process can be best understood 
if the basic stages in making a decision are 
examined : diagnosing the problem, finding 
good alternative solutions, projecting the 
results of each alternative, and, finally, 
selecting the one course of action to be 
followed. 
(3) Leading - Clear plans and sound organisation 
set the stage, but a manager must also 
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provide leadership by striving to integrate 
the needs of people with the welfare of the 
organisation or the department. He has to 
act so as to balance individual motivation 
and cooperative efficiency. 
(4) Measuring and controlling - A manager has to 
measure his progress if he is to attain his 
objectives. If operations do not proceed 
according to the plan, he has to take 
corrective action. 
Other scholars, like Terry<,
4 
)say that the manager's 
function is to create within the enterprise the 
environment which will facilitate the accomplishment 
of its objectives. One must clearly distinguish 
between those operations like selling, manufacturing, 
accounting, engineering and purchasing, which 
differ from enterprise to enterprise and~\ 
management functions which always remain the same. 
The most useful method of classifying the management 
function is to group them around the activities of 
planning, organising, staffing, directing and 
controlling. Theoretically, planning comes first 
and organising, staffing, directing and controlling 
follow. However, coordination is the essence of 
managership. 
According to Joseph L. Massii
5
Jifferent authorities 
of fer different names for the key functions of 
management. There is, however, general agreement 
on most of the actual duties of a manager. He 
suggests that the job of management can be 
described by the following functions : 
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(1) Decision-making - the process by which a 
course of action is consciously chosen from 
available alternatives in order to achieve 
a desired result. 
(2) Organising - the process by which the 
structure and allocation of jobs are 
determined. 
(3) Staffing - the process by which managers 
select, train, promote and retire subordinates. 
(4) Planning - the process by which a manager 
anticipates the future and considers 
alternative courses of action open to him. 
(5) Controlling - the process that measures 
· current performance and guides it towards some 
predetermined goal. 
(6) Communicating - the process by which ideas 
are communicated to others in order to 
effect a desired result. 
(7) Directing - the process by which actual 
performance of subordinates is guided toward 
a common goal. 
Massie adds that all these functions are closely 
interrelated. In the light of these often 
confusing and contradictory definitions one 
interesting approach, overcoming the problem of 
priorities of functions in the management proces• 
is the analysis offered by R. Alec MackenziJ 6 ) 
(Figure 5). He calls his analysis very aptly 
'The Management Process in 3-D' and offers,. in 
comparison to the other approaches, summarised 
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- Establish where present 
course will lead 
- Determine desired end results 
- Decide how and when to 
achieve results. (From 
alternative courses 
accumulated by continuous 
process of appraisal and 
decision) 
- Establish priority, sequence 
and timing of steps 
- Allocate resources 
- Standardise methods 
- Make standing decisions on 
important recurring matters 






















- Encourage independent thought 
- Resolve differences 
- Stimulate creativity and 
innovation in achieving goals 
(a) 
(b) Develop - Set conditions that will 
(c) 
(d) 
performance exist when key duties are 
standards well done 
Measure results - Ascertain extent of deviation 
Take corrective 
action 
from goals and standards 
- Adjust plans, counsel to 
attain standards 
- Punish or reward 
- Replan and repeat cycle 
Source : R. Alec MacKenzie, "The Management Process in 3-D", 




A model of the management process. SOURCE: R. Alec MacKenzie, "The Management Process in 3-D," Harvard Busi· 
ness Review, November-December, 1969, p. 87. (C 1969 by the President and Fellows of Harvard College; all rights reserved.) 
Used by permission. 
°' r-.J 
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above, a real three-dimensional insight into the 
mechanism of the management process. 
Figure 6 shows the different elements, functions 
and activities which are part of the management 
process. At the centre are people, ideas and 
things, for these are the basic elements and 
components of every organisation with which the 
manager must work. To use MacKenzie's own words 
"Ideas create the need for conceptual thinking; 
things for administration; people for leadership,· 
Three functions - problem analysis, decision 
making and communication - are important at all 
times and in all aspects of the manager's job; 
therefore; they are shown to permeate his work 
process. However, other functions are likely to 
occur in predictable sequence; thus planning, 
organising, staffing, directing and controlling are 
shown in that order on one of the bands. A 
manager' s interest in any·one of them depends on a 
variety of factors, including his position and the 
stage of completion of the proj.ects he is·most 
concerned with. He must at all times sense the 
pulse of his organisation. The activities that 
will be most important to him as he concentrates 
- now on one function, then on another - are shown 
on the outer bands of the diagram ... CG) 
However, because of the increasing .. complex! ty in 
both external and internal ~nvironments even thi·s 
comprehensive concept is not fully satisfying, and 
so. some scholars strive to adopt a 'total 
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enterprise' approach to the management process. 
This involves dealing with the whole Gestalt of 
the enterprise. The analyst is obliged to identify 
his own values, feelings and perceptual biases as 
influencing any data he abstracts from the totality. 
The emphasis is on identifying tendencies and 
uniformities in the phenomena, and identifying 
patterns of relationships. The limits and con-
straints must also be identified. Within these 
limits it is then necessary to predict the expected 
changes in the total pattern, and in the other 
components resulting from changes in any or more of 
the component variables. Every enterprise, no 
matter how simple its operations, how few its 
members, or how limited its activities, is a 
complex entity which defies a neat dissection and 
classification. The enterprise is usually viewed 
as being composed of a network of members who possess 
differing types and degrees of competence and skills; 
differing values, personal goals and commitments; 
and different degrees of interpersonal contacts, 
cooperation and influence. These members have 
available to them, immediately or potentially, an 
aggregation of resources (capital, facilities and 
equipment, market position, supply position), and 
these resource~on hand or potentially available, 
determine the range of action alternatives which are 
realistically available at a point in time. The 
members then operate the resources in an environment 
which provides the enterprise's opportunities for 
service and contribution, and which, at the same 
time, makescertain demands upon the firm's 
performance. 
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Whatever analysis of the management process we 
examine, each one points clearly (in spite of all 
the semantic problems, confusion and contradictions), 
to six basic steps, six major groups of management 
decision. These are : (1) Responding to problems, 
searching for opportunities and periodically 
reviewing past performance; (2) Decision analysis; 
(3) Action decision; (4) Programming; (5) Implement-
ation; and (6) Performance analysis and control. 
5.2 Decision Analysis 
(1) The first step represents (as illustrated in 
Figure 7) three activities : (a) responding 
to problems; (b) searching for opportunities; 
and (c) periodically reviewing past performances. 
Management science, as defined above, is 
concerned with all of them, but it has-clearly 
neglected the problem of search. Many 
models assume the availability of opportunities 
at the outset of the analysis. 
(2) Decision analysis is the second step of the 
management decision cycle. Management 
scientists have, in the past, focussed their 
attention mainly upon this stage. The majority 
of their models are concerned with the analysis 
of consequences of given alternatives, under 
given decision criteria. Present planning 
models, however, are more interested in the 
programming of firms' activities than in 
decisions .underlying these activities. All 
these approaches offer "checklists" to 'analyse 
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the problem', to 'select the preferred course 
of action', etc. They do not attempt to study 
how these decisions were arrived at. Neither 
do they provide for explicit recording of the 
decision analysis. The executives are assumed 
to carry everything in their heads. 
(3) The aim of the previous step is to predict 
consequences of alternatives, or expressed 
differently, to determine how a decision-maker 
chooses among alternatives given the consequences. 
In this step, the decision analysis is separated 
from the decision phase in order to distinguish 
the problem of building decision models from 
the problem of formulating· decision criteria 
(utility function). 
(4) Once a decision has been taken, it is translated 
into specific action patterns for implementation. 
The important management tasks during this stage 
are : (a) to programme activities to support 
decisions; (b) to allobate and schedule 
resources to support decisions; (c) to 
establish work flows in the firm; (d) to 
establish patterns of authority-responsibility 
relationships; and (e) to establish information-
flow networks for communication. 
This area of activities actually gave birth to 
planning, and many planners see in programming, 
as defined above, the core and the substance 
of planning. One can find, therefore, an 
impressive quantity of models and formats 
available in this field of activity. 
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(5) Implementation is the fifth stage of the 
management decision cycle. It encompasses 
the following activities : (a) assigning 
the detailing of plans and programmes, and 
disseminating information about them; (b) 
obtaining commitment to plans by responsible 
participants; (c) initiating appropriate and 
adequate organisation action; (d) assuring 
coordination of all related activities; and 
(e) leading and motivating participants. 
Our study of literature has shown that even 
the best prepared programmes may fail during 
this stage unless the commitment of those 
who carry them out has been assured. Regarding 
the problem of participation versus authoritarian 
management, the results obtained from both 
approaches are far from conclusive, and neither 
the theoretical nor the practical issues are 
resolved.·· 
(6) The performance analysis and control - the 
last two stages of the cycle - have not often 
been included in the planners' activities. 
However, they will have to be included in 
future planning activities, or planners will 
have to, at least, concern themselves with 
some aspects of measurement and control problems. 
A comparison of performance to plans and 
programmes leads to four possible types of 
decisions : (a) to modify or adjust implement-
ation so as to reach the planned objectives; · 
(b) to search for ~lternative courses of action 
different from those being implemented because 
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the strategic decisions underlying the 
alternatives programmed and being implemented 
were at fault; (c) to modify the activity 
(reprogramming) without changing the basic 
objective and nature of this activity; and 
(d) to revise the decision analysis procedure 
because it was unable to choose good alternative 




6. NATURE & TYPE OF DECISIONS DEALING WITH MANAGERIAL PROBLEMS 
6.1 Nature of Problems 
It follows from our discussion that the practice 
of management is, in reality, that of making 
decisions. Compare the following statements : 
"At the heart of all planning is decision-making, 
the selection of a course of action" (?) 
"Managerial decision making involves a conscious 
choice on the part of the manager~ By making such 
a choice, he comes to a conclusi.on and selects a 
particular course of action from two or more 
alternatives that are open to him."(S) 
" ••. is the focal, creative, psychic event where 
knowledge, thought, and imagination are fused into 
action. 11 <9> 
" ••• in other words, it is a process that cannot 
be explained by any formula. The primary 
characteristic of the process is that it involves 
(lO) uncertainty." 
The above statements confirm the fundamental 
importance of decision making for the practice 
of management and, hence, planning. A distinction, 
however, must be made between decisions concerning 
ends and decisions concerning means. The former 
are concerned with basic goals and involve value 
judgements as to what the org.anisation objectives 
should be. The other group of decisions deals with 
means of attaining the objectives. 
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Another set of decision categories distinguishes 
between strategic, administrative and operating 
decisions~ strategic decisions pertain to the 
relationship of the firm with its environment and 
are concerned with such problems as the firm's 
produ9t-mix and extent of· product diversification. 
' 
Operating decisions are those dealing with 
pricing, marketing and production decisions 
designed to make operations profitable. Administrative 
decisions are organisational decisions concerned 
with problems of structuring of authority, of 
determining work flows and locating facilities. 
It is also possible to distinguish between routine 
and non-routine decisions. Routine decisions are 
repetitive in nature and follow established patterns 
of procedures. 
There are many theories designed to show how 
decisions are, or should be, made int the business 
world. It is not our intention to describe them, 
but such theories could be roughly grouped into two 
broad classes : 
(1) The behavioural theory of decision-making which 
deals with decision-making in practice, and 
with what factors affect these decisions (e.g. 
the environment, legal constraints, etc.). 
(2) The normative theory which seeks to explain 
how decisions should be made in order to 
maximise the achievement of some objective. 
Economic models of firms involve normative 
decision-making. 
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H. A. Simod~ 1! noted behavioural scientist, 
suggests that decision-making comprises three 
principal phases : (a) finding the occasion for 
making a decision; (b) finding possible courses 
of action; and (c) choosing · a course of action. 
Executives of a large modern enterprise must spend 
a large portion of their lives surveying the 
economic, technical, political and social environment 
~o discern new conditions, calling for new actions. 
Every new condition brings about problems, and we 
can, therefore, replace Simon's definition of 
decision-making above by one offered at the 
. (12) beginning of this century by John Dewey who 
described the decision-making process as problem-
sol ving by asking three simple questions : 
- What is the problem? 
- What are the alternatives? 
- Which alternative is best? 
Within a business enterprise, a variety of circum-
stances may give.rise to problems : (a) internal 
reports may indicate poor operations; (b) external 
pressures (from customers, suppliers, government, 
bankers, employees or others) may create new 
problems even if the organisation is running 
smoothly; (c) executives themselves may initiate 
the problems (e.g. to improve the production process, 
to install a computer for production planning and 
scheduling, etc.); and (d) anticipation and 
forecasting opportunities and difficulties, and 
so meeting problems before they arise. 
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It is, obviously, important to be able to distinguish 
between apparent and real problems. We shall say 
that a real problem exists if some present or 
anticipated performance level is significantly· 
below the firm's objectives, {e.g. growth, 
profitability, market share, etc.). However, not 
all firms make their objectives explicit, and so 
it becomes difficult to sort out the real problems 
from apparent ones. 
Many problems do; therefore, exist in firms without 
receiving active attention, either because the 
causes of the problem may not be understood, or 
the problem may be recognised by people without 
the required authority or responsibility; 
management may also have neither the knowledge nor 
the data for coping with the problem, or in ·some 
cases, the problem may not be of sufficient priority 
to warrant attention. 
Problems can be divided into two major classes : 
(a) evaluative and {b) developmental. 
When alternative courses of action are completely 
specified in advance, and the solution consists of 
selecting the best of them, such problems belong 
to the first group. The second class of problems 
involves the search for instruments yielding a 
course of action that is better than any available 
at the time. 
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6.2 The. Decision-Making Process 
The manager in his decision-making, must interpret, 
classify, describe, explain, evaluate and predic~ 
He is, however, distinguished from scientists in 
several ways. In the first place, there is an 
emphasis on evaluation, and most of all on 
prescription - two processes that involve value 
judgement. In the second place, he does not 
produce laws or other explanatory systems of wide 
generalisation, he uses them. He uses general 
truth to determine which data are appropriate, and 
which are the problem solution. He does not 
collect data himself to establish general truths. 
The usually described model of the decision-making 
process is too condensed and may lead the manager 
to neglect certain crucial elements. A more 
realistic model considering decision-making as 
involving description, explanation, prediction and 
evaluation is shown below 
Prescriptive Decision 
(Decision prescribing 
the best.solution to 
a problem) 










Identification of Alternatives 
Jdentification & Evaluation 
0£ Consequenc~s 









The output from each of these individual processes 
can be regarded as a set of decisions in itself. 
Throughout the decision-making process, assumptions 
are accepted when they seem reasonable. This is 
inevitable; they cannot all be checked because of 
the time factor involved. Yet, a mental review 
of all assumptions· being made is a useful exercise 
because some assumptions are better treated as 
hypotheses and put forward for testing. 
The conclusions that emerge from the type of 
exploration just described will be most useful in 
decision-making if they are summarised in terms of 
the following elements : 
(1) What is the result to be achieved? 
(2) What is the key obstacle to achieving this 
·result? 
(3) Within what limits must a satisfactory 
solution fall? 
Our treatment of the decision-making process would 
be incomplete if we did not describe it .in terms of 
(a) the people who make the decisions, and (b) the 
conditions under which the decisions are made. The 
distinction of the first classification is important 
for obvious reasons; the individual's decision may 
take one form, and a decision taken by a group whose 
multiple motivations are resolved by conflict or 
compromise, may take a different form. 
The second form involves the interesting question of 
how to arrive at "fair" methods of optimising the 
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individual choices. It is a problem which has 
occupied scholars from many disciplines. 
In making decisions, the decision-maker (manager) 
is confronted with three types of .outcomes : certainty, 
risk and uncertainty. Thus he makes decisions (Fig. 8) 
under conditions of : 
(1) Certainty, where each piece of information is 
known to result invariably in a specific out-
come. Decision-making under certainty 
includes most of the problems and theories of 
choice that arise in the economic and 
behavioural sciences • It is typified by 
. problems which can be expressed in the 
following form : given a set of possible 
alternatives, to choose one or more that will 
maximise (or minimise) a particular value. 
But the problem is to decide what value. This 
is often the most difficult part of the problem. 
(2) Risk, where each alternative results in one 
of a set of possible specific outcomes, and 
the probability of each outcome is ···known. 
Risk has been defined as ''a state of knowledge 
in which exact information leads to one of a 
set of specific outcomes each of which occurs 
with a known probability11 <13>. 
There are two approaches used in arriving at 
a probability measure or risk- (1) by 
deduction (a priori) and (2) by empirical 
measurement (a pqsteriori). 
. .. :J:. 
Figure 8 : Techniques Used in Decision-Making 
Decisions Assuming Certainty - Optimising Criteria Used 
Breakeven Analysis 
Minimum Cost Analysis 
Linear Programming - Allocation of resources 
Scheduling of single & multiple resources 




Replacement of Assets 
Capital Investment Techniques 
Decisions Assuming Risk - Optimising Criteria Used 
Probability Techniques 
Expected Value Technique 
Discounted Dectsion Trees 
Inventory Policies - Perishable products 
Products with a salvage value 
Incremental analysis 
Variable lead time and demand rate 
Simulation 
Waiting Time Policy - Mathematical queuing models 




Decisions Assuming Uncertainty - Decision Criteria Used 
(1) Maximax Criterion assumes greatest gains. The 
principle of choice is to identify the maximum 
gain possible for each alternative and then choose 
the course of action with the greatest maximum gain. 
(2) Minimum-maximum Criterion, referred to also as 
"pessimism" criterion, assumes that the decision-
mak.er will cut his losses by choosing that course of 
action for which the minimum payoff is maximum. 
(3) Hurvicz Criterion allows a moderate outlook between 
the extremes of optimism and pessimism. The 
degree of optimism is established by a coefficient 
called alpha (a), which may take any value between 
O and 1,0. After deciding the value of alpha, 
maximum and minimum gains are identified for each 
alternative, then the maximum payoffs are multiplied 
by alpha and the minimum payoffs by 1 - alpha. 
Figure 8 (cont.) 
The two products for each alternative are added and 
the alternative with the largest sum is chosen. 
(4) Minimax Criterion, referred to also as "regret" 
criterion, assumes that the assignment of 
probabilities to various states of nature is 
meaningless and. the decision-maker minimises the 
maximum regret he might suffer.· This is done by 
arbitrarily setting the largest payoff under each 
state of nature equal to zero. If the decision-
maker then takes any course of action other than 
the optimum under that state of nature, he will 
realise a "regret" equal to the difference between 
the maximum payoff and the inferior payoff under 
that state of nature. 
(5) Laplace Criterion (equal-likelihood criterion) makes 
use of probabilities attached to the various states 
of nature, and is based on the principle of 
insufficient reason which holds that if there is no 
reason to believe that one environmental condition 
is any more likely to occur than another, then the 
decision-maker may treat them as being equally likely 
to occur. 
Source "Economic Decision Models" by James L. Riggs, 
International Student Editions Ltd, Tokyo, 
Japan, 1968. · 
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In the first case, we can compute the 
probability of an outcome with certainty 
without having to rely on past performance 
because deduction is made on the basis of 
assumed principles, provided that the 
characteristics of the eventuality are known 
in advance. Probability statements do not 
intend to predict an individual error; they 
merely state that, in a large number of cases, 
this is the only pattern that will be realise.d 
with certainty, if assumed probabilities do, 
in fact, hold. 
The second method, predicting outcomes by 
empirical measurement, is based on actual 
experience in the form of past data. This 
approach assumes that what has happened in 
the past will continue in the future. From 
I 
past data the ~tatistical probability of an 
outcome can be cal·culated. The likelihood 
.of occurrence can thus be classified as a risk. 
Obviously, for such outcomes, techniques must 
be developed which will enable the decision-
maker to compute the risk, and so minimise 
the risks inherent in a particular case. He 
can construct a frequency or probability 
distribution of outcomes. 
(3) Uncertainty, where one or more alternatives 
result in a set of possible, specific outcomes, 
but where the probabilities of the outcomes 
are neither known nor meaningful. Techniques 
for dealing with- this condition exist, but we 
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.focus our attention on the development of a 
broader concept of uncertainty as a framework 
for certain classes of managerial problems. 
6.3 The Value Dimension of Business Decision-Making 
What are the values that guide the decision-makers • 
(managers) in making business decisions? Do, can 
and should these values encompass more than the 
immediate profit making of the business firm? In 
viewing a business firm in the context of an 
economic system, one is confronted with a hierarchy 
of values. Since decision-making is the essence 
of management, the question of values cannot be 
ignored. 
The life of a free enterprise is justified only as 
long as it serves the higher goals of the economic 
system - allocation of scarce resources through 
production and distribution or through the creation 
of economic utility. Free enterprise assumes that 
the system will survive automatically, but if the 
business decision-maker limits himself to a micro-
view of his firm in a vacuum, his actions may 
erode the free enterprise upon which he depends for 
his long-term survival and growth. If private 
enterprise is to prevail, a management perspective 
cannot ignore the economic context in which the 
firm has its being and operates. 
However, other values exist besides the economic 
values. The purpose of human society is greater 
than its economic survival and prosperity. Once 
economic survival is assumed, men's energies are 
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devoted to the civilising process, to works of 
literature, architecture, sculpture, music, and to 
the establishment of orderly societies. This· 
raises many inun.ediate questions about "social 
responsibility" in such decision matters as 
conun.unity welfare, air and water pollution, resource 
conservation and so forth. 
In every business decision, the decision-maker 
(manager) reveals his own philosophy of life, as 
well as his personal values. In our Western 
cultural context, the ultimate goals or objectives 
of individuals are generalised as freedom., 
opportunity, self-realisation and human dignity. 
The decision-maker in business is forced to assess 
his economic decisions in terms of their social and 
human consequences. 
Boundaries to the firm's freedom in pursuing 
objectives at a given level are set by goals or 
values at a higher level, and responsible management 
requires decisions and actions contributing to the 
firm's goals without violating higher values or 
goals. Human values should be placed above economic 
values. Value judgements the business decision-
maker faces are those in which his decisions affect 
other human beings, be they consumers or employees. 
6.4 The Two Approaches to Decision-Making in Management 
I 
Such a complex problem involving multiple goals leads 
to a great many difficulties in rationalising the 
decision process. Clearly, many of these multiple 
objectives, laudable as they may be, are not 
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compatible with each other, and this aspect has 
led to two distinct approaches to decision-making 
(a) optimising and (b) satisficing. 
(a) Optimising characterises the approach of 
economic man. To solve a problem, he prefers 
to define a single criterion or objective 
function, and he proceeds to determine a plan 
that will maximise the value of his function. 
To solve multi-goal problems, he uses one the 
the following methods : 
(1) Tradeoffs If management is presented 
with sets of alternative solutions between 
which a choice must be. made, a system of 
relative values and tradeoffs can be 
established. Certain parts of an 
objective will be sacrificed in order to 
attain a given increment for another object-
ive, management being indifferent to the 
two alternatives involved. 
(2) Ranking goals When management refuses, 
or is unable, to provide a set of tradeoffs, 
it may, nonetheless, be willing to rank 
the goals in some order of preference. 
The optimiser will then proceed to determine 
the optimal solution for the first.goal, 
then for the second, and so forth. This 
approach assumes, obviously, that once the 
first goal is optimised, there is still 
room for an optimal solution of the second 
goal, arrl so on. 
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(3) Converting goals into constraints In 
order to avoid a unique solution that 
simply ignores some or most of the stated 
goals, this method determines the minimal 
level of performance that would be 
acceptable for these goals. 
(4) Target setting If the goals are set 
in the form of targets, then the difference 
between the actual value of a given goal 
and its target becomes itself a measure 
of performance. This difference is 
expressed in the form of a slack variable. 
Similarly, slack variables for other goals 
are defined. The objective now becomes 
that of minimising a function of these 
slack variables. 
(b) Herbert A. Simon(ll) has suggested a concept 
of satisficing based on his theory of '.bounded 
rationality' which describes the 'behaviour of 
human beings who satisf ice because they have 
not the wits to maximise'. This means that 
if a decision-maker is unable to reconcile 
conflicts between goals through tradeoffs, or 
if he is unwilling to express or set some of 
his goals in the form of utility function, 
then he determines not the best solution to 
a problem, but a solution that is 'good enough'. 
The question is, obviously, what is good 
enough, and it is largely answered by concensus 
of opinion. Thus, in contrast to optimising, 
the satisf icer is not looking for a unique 
solution and he does not express explicitly how 
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the goals are to be ranked or how conflicts 
between them can be resolved. 
There are two ways in which satisf icing can 
be undertaken 
(i) Norm setting the goals are converted 
into measures which, if attained, are 
considered to be 'good enough'. 
(2) Interval programming There are instances 
in which management is anxious not merely 
to set a norm of performance in the form 
of a lower unit, but also to specify an 
upper unit. Thus, a range is defined 
or an interval, hence the term 'interval 
programming', and any solution that yields 
a level of performance within the range is 
considered acceptable. 
As Simon has remarked, satisficing is much more 
prevalent than optimising and the reasons are 
not difficult to elucidate. Every strategic 
action must strike a balance between many 
conflicting values, objectives and criteria, 
so that it will always be suboptimal from·any 
single viewpoint. A manager will, therefore, 
be satisfied to achieve what is adequate and 
feasible in the situation rather than what, from 
one single viewpoint,may be elegant and optimal. 
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6.5 Model Construction 
.rm ordinary language, the word model' is used in 
various ways. Models are vitally important to 
scientific work, and in any intellectual endeavour. 
In our language the term 'model' means a structure 
of symbols and operating rules which are supposed 
to match a set of relevant points in an existing 
structure or process. Each model implies a theory 
asserting a structural correspondence between the 
model and certain aspects of the thing supposed to 
be modelled and is, therefore, an abstraction of 
reality (see page 85). 
We can think of models as serving, more-or-less 
imperfectly, four distinct functions : (1) the 
organising; (2) the heuristiQ; (3) the predictive; 
and (4) the measuring Lor mensurative?. 
By the organising function we mean the ability of 
a model to order and relate disjointed data, and to 
show similarities or connections between them which 
had previously remained unperceived. The heuristic 
function of a model may be independent from its 
orderliness or organising power, yet it may lead to 
discovery of new facts and new methods. Little 
has to be said about the predictive function of a 
model, beyond the well-known requirement of 
verifiability by physical operations. There are, 
obviously, different kinds of prediction - from 
simple yes/no predictions to completely quantitative 
ones which may answer the questions of when and 
how much. Evaluation of a model consists of 
examining its performance with regard to each of 
the above four functions. To these considerations 
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should be added three additional ones; originality, 
simplicity and realism. 
Models can be and are used in simulation. Simulation 
is sometimes known as "computer simulation", 
"analytical simulation" and "symbolic system 
simulation". The last category is sometimes 
represented by the now famous Black Box with its 
many dials and meters. Nowadays simulation is 
extensively used as a training technique, and the 
form generally used is that of "the business game". 
Since their inception many of these games have been 
devised, some for training only, others for research 
and teaching, some simple, others rather complex. 
Human system simulation (man and the Black Box) uses 
business games as a laboratory for research into 
management control principles, and thus bears a 
striking resemblance to the type of sociological 
research now generally known as a "small group 
research". Instead of using human beings in the 
study of human behaviour, computerised models of 
such behaviour are used. Such models are useful, 
even though not all types of sociologically 
significant behaviour can be programmed. Models 
for research into management control systems can 
be envisaged, and the details of such models will 
depend upon what is being researched. 
Every decision-maker will have an implicit model 
(e.g. a set of relationships) in his mind concerning 
the problem area with which he is concerned. 
(14) Ackoff identifies three types of situation with 
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respect to modelling and managerial decisions, 
and those are characterised as decision situations 
(1) That can be modelled and solved Optimal 
or approximately optimal solutions are 
derived so that the decision can be made 
routine (e.g. purqhasing, production, 
distribution situations); 
(2) Those that can be modelled but not solved; 
that involve a dialogue between a decision-
maker and a model to· compare alternatives and 
research for an acceptable solution; 
(3) Those that cannot be modelled because of lack 
of resources, understanding or time In 
these cases it may be possible to make 
representation of the decision-maker's subjective 
idea of the decision procedure and to use this 
to provide comparative evaluations in the same 
way as models are used in the second case. 
A simple definition of a model may then read : A 
model is a more-or-less abstract representation of 
a system ana helps to improve the quality of 
decision-making. In this context, systems are 
understood as a set of needs or desires and inter-
related activities connected by the flow of 
information. This flow of information leads to 
decisions bringing about actions designed to yield 
some outcome that will satisfy the needs or desires. 
Models of problem situations should always take the 
form 
v = (see page 19) 
and they must satisfy two conditions ; 
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(l) At least one of the 'input' variables (i) can 
be controlled by the problem-solving manager 
(it must model his possible choices of action). 
(2) The 'output' variable (V) must be a measure of 
the value of the alternative choices to the 
manager. 
All models of problem·situations are generally 
simpler than the situations they represent - which 
are usually very complex. 
An exact representation (even if it were possible) 
would lead to hopeless mathematical complexities, 
and a balance must, therefore, be struck by the 
model builder between accurate representation 
and mathematical managability. However, the 
simplifying assumptions must be made explicit so 
that the decision-making manager can determine in 
what direction and how much they falsify the 
problem situation. 
When probabilistic variables are involved, a model 
is constructed involving assumptions concerning the 
distribution of probabilistic variables relating 
either to their form (e~g. normal, Poisson, 
exponential distribution) or to the values of the 
distribution's parameters. Obviously, one 
assumption is made - that the characteristics of the 
past distribution will be the same as those of the 
future. Such models are called sequential decision 
models, but even in this case the model must be 
simple, robust, easy to control, adaptive and as 
complete as possible and easy to communicate with. 
It is essential for decision-makers to understand 
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both the merits and limitations of their models. 
In some problem situations, the values of decision 
variables are limited or constrained. Such 
decision models may consist of a set of equations 
and inequations, the core of which always takes 
the above prototype form. 
There is, of course, no escaping the inevitable 
subjectivity of any decision in the final 
reckoning, because decisions are ultimately taken 
by human beings using human scales of values. 
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PART III : SURVEY OF CONTEMPORARY LITERATURE ON PLANNING 
7. THE TRADITIONAL APPROACH 
7.1 Definitions of Planning 
By means of the management decision cycle, we have 
described the field of normative knowledge about 
interdiscipl~nary purposive systems - such as 
business firms - of concern to business planners. 
In our analysis we have attempted to single out 
the areas which are of special interest to them. 
We are now in a position to describe both planning 
and the job of the planner. Tentatively, we 
shall define planning as a search for threats and 
opportunities, analyses of them, based on the firm's 
capability profile, selection of the best course 
of action to exploit opportunities and avoid 
obstacles, programming and scheduling of the 
implementation of this action and improving the 
process through the feedback of performance. This 
lengthy definition could be replaced by an 
abbreviated one which would read : "Planning is 
formulating formal guidelines for future actions, 
and defining constraints for a firm's behaviour". 
Let us now compare this definition with those 
found in the contemporary literature on planning. 
Definitions of planning are legion in the 
li terature,but mo.s·.t are of little immediate or 
practical value because of their broad context. 
Peter Drucker, for example, defines planning as 
"· •• a continuous process of making present 
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entrepreneurial decisions systematically and with 
best possible knowledge of their futurity, 
organising systematically the effort needed to 
carry out these decisions, and measuring the 
results of these decisions against expectations 
through organised systematic feedback"(!). 
W. Warren Haynes and Joseph L. Massie< 2> have the 
following to say about planning : "Planning has 
been long recognised as one of the basic functions 
of management. The first manager was by his very 
nature a planner, for he made decisions covering 
the nature of his undertaking. Yet, paradoxically, 
planning is one of the least clearly defined 
subjects in the field, one in which conceptualising 
and generalising has made the least progress. As 
a result, it is one of the most difficult topics 
to discuss. We are not yet ready for a complete 
definition of planning. But it is necessary to 
state already that planning is concerned with at 
least two major elements : (1) the future, and (2) 
the relation between ends and means, between goals 
and ways of achieving those goals." 
Newman, Summer and Warren< 3> attempt their definition 
of planning as follows : "Planning is a basic 
management task, one that has a major place in our 
overall division of management functions along with 
organisation, leading and controlling. The 
process of planning covers a wide range of activities, 
all the way from initially assessing that something 
needs doing, to deciding finally who does what, when 
and how. Planning is much broader than compiling 
and analysing information, or of dressing up ideas 
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of what might be done. It is more than logic, 
imagination or judgement. It is a combination 
of all these that culminates in a decision - a 
decision about what should be done." 
The above authors(J) say ~hat managers can improve 
their ability to plan - to make decisions - by 
asking two questions about the process : (1) What 
are the elements or phases of making a plan? 
(2) How are these phases actually carried out in 
an organisation? · 
They discuss each.of what they call the basic phases 
of decision-making, in the following order : 
(1) Diagnosis - a prerequisite for sound decisions; 
(2) The creative element in decision-making showing 
the alternative courses of action; 
(3) Comparing courses of action; and 
(4) Making the choice. 
They say further : "Throughout our discussion on 
planning and decision-making, we shall often have 
to skate on thin ice when we deal with the diverse, 
mysterious working of the human mind." And they 
add : "It may be a century before we have.realiable 
scientific knowledge of precisely what happens in 
a man's mind when he makes a decision. Fortunately, 
although our knowledge is incomplete, enough is 
known to make an examination of the planning process 
very feasible." 
The following definition on planning can be found in 
the work of Koontz and O'Donnell <4> ''The most 
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basic of management functions is planning, the 
selection from among alternatives of future courses 
of action for the enterprise as a whole and each 
department within it. Planning is deciding in 
advance what to do, how to do it, when to do it 
and who is to do it. Planning bridges the gap 
from where we are to where we want to go. Planning 
is a conscious determination of courses of action, 
the basing of decisions on purpose, facts and 
considered estimates. The essential nature of 
planning can be understood through four basic 
planning principles : (1) contribution to objectives, 
(2) primacy of planning, (3) pervasiveness of 
planning, and (4) efficiency of planning." 
Martin Starr in his work, "Management - A Modern 
Approach"(S), offers the following definition : 
"The term 'planning' is generally used ambiguously 
by managers but a rational definition of planning 
can be obtained by contrasting plans and policies. 
A key £actor is the degree to which decision 
environments are repetitive; stable, recurrent 
environments lend themselves to policy formulation, 
whereas transient environments (i.e. those unlikely 
to occur) require planning." 
This writer(S) examines three types of planning : 
(1) Fully constrained planning which appears when 
the future environment can be predicted with 
a high degree of certainty. 
(2) Planning needed when contingencies can occur 
because some future environment cannot be 
predicted with certainty. 
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(3) Threshold constrained planning, which arises 
when the occurrence of a future environment 
could produce catastrophic results. 
He says further "Planning is understood by 
executives only in the most general terms, and 
discussion about planning produces, at best, a 
vague communion. When a group of managers are 
pressed to be specific, their confusion about 
the world emerges ••• Any conscientious review 
of the literature of planning models would indicate 
that what management needs has little resemblance 
to what has been delivered by management scientists. 
The difficulty of developing adequate planning 
models becomes more significant as the urgency of 
using planning methodology increases in the upper 
managerial levels. 
In common usage, a plan is.a scheme or a method of 
action. Planning, then, is selecting a particular 
set of feasible decisions from among a number of 
alternative sets .•• Consequently, decision-making 
authority is an essential ingredient of the 
planning function." 
s. Kirkby Warren(G) suggests that : "Corporate 
planning is not a process of making tomorrow's 
decisions today, but rather a process directed 
towards making today's decisions with tomorrow in 
mind, and so that future decisions may be made 
rapidly, economically and with as little disruption 
to the business as possible." 
To Russel L. Ackoff (?) "planning is clearly a 
decision-making process, but equally clearly not 
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all decision-making is planning. Notso clear, 
however, are the characteristics that make it a 
special kind of decision-making. 
in three ways 
It is special 
(1) Planning is ••• anticipatory decision-making; 
. (2) Planning is a system of decisions. 
(3) Planning is a process towards inducing one or 
more future states which are desired and which 
are not expected to occur unless something is 
done." 
In offering his simple definition on planning as 
"a process of deciding in advance what is to be 
done, when it is to be done1 how it is to be done, 
and who is to do it", George A. Steiner(S) in his 
book, "Top Management Planning", draws the reader's 
attention to the £act that a major problem in 
coming to grips with business planning is semantic. 
He states that there is a growing recognition of 
this fact and looks carefully at definitions of 
elements of the planning process. He says that it 
is impossible to seek any final definition.that 
can be accepted by all. He tries, rather, to 
clarify the basic meanings so as to give the student 
· a deeper understanding of the fundamental structure 
and prbcess of the planning process. He suggests 
that comprehensive business planning must be 
considered from four points of view, each and all 
bf which are necessary to a complete understanding 
of its nature. They are 
(1) The basic generic nature of planning. 
Fundamentally, all planning is concerneci with 
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the future, and this can mean, for instance, 
that planning deals with the futurity of present 
decisions; planning,then,inherently involves 
assessing the· ·,future and making provision for 
it. The essence of planning is to see 
opportunities and threats in the future, and 
respectively, exploit or combat them as the 
case may be. 
(2) The process of planning. Planning begins with 
objectives; planning .-~fines strategies, 
policies and detailed plans to achieve them; 
this establishes an organisation to implement 
decisions and includes a review of performance 
and feedback to introduce a new planning 
cycle. Planning must be, therefore, a 
continuous process because changes in the 
business environment are continuous. 
(3) The philosophy of planning. It is not a 
philosophy in the literal sense of. that word 
but more an attitude, a way of life. The 
first requirement towards adequate planning is 
the establishment of a planning climate. 
(4) The structure of planning. Comprehensive 
business planning is reflected in a structure 
of plans. It includes a reasonably complete 
and uniform set of plaris for the entire 
business, covering an extended period of time. 
The futther·out in time, the less detail : is 
appropriate, and the looser are the relation-
ships among the parts of the planning programme. 
In developing current operational plans, 
tighter relationships are possible and desirable. 
Viewed in another way, comprehensive business 
planning is composed of structural blocks of 
plans. The three principal ones are : (1) 
strategic plans, (2) medium-range progranunes, 
and (3) short-range detailed plans and 
budgets. All these plans are obviously 
interrelated. 
It may be interesting and useful to compare these 
definitions with .that of Neil W. Chamberlain< 9>, 
who describes planning as "systematic management 
of assets". This definition has the merit of 
brevity, but the word "systematic" does not· carry 
. ' 
us far beyond the word "planning" itself.· 
All the above-mentioned definitions are essentially 
extensions of Henry Fayol's definition, "to assess 
the future and make provision for it", and of the 
plan of action, "the result envisaged, the line of 
action to be followed, and methods to be used", which 
was formulated more than 50 years ago. (lO) 
Most of these definitions include references to 
several key-elements as part of the definition of 
planning : 
(1) Planning is a discipline or process of its own. 
(2) Planning implies a specific schedule. 
(3) Planning involves coordination. 
(4) Planning develops speqific objectives. 
(5) Planning outlines the means to be used to 
attain these objectives. 
97 
In summary they all say that planning is a 
process that involves making and evaluating e~ch 
of a set of interrelated decisions before action 
is required, in a situation in which it is believed 
that,unless action is taken, a desired future state 
is not likely to occur, and that, if appropriate 
action is taken, the likelihood of a favourable 
outcome can be increased. 
Obviously, many more definitions could be cited, 
and names like R.N. Anthony, D.W. Ewing, B.E. 
Goetz, L. Preston Breton, D.M. Henry and L. Urwick 
should not be omitted from ·'.such a list. All of 
these definitions are useful because they offer 
the essence of planning in a few words. All of 
them describe planning as an intellectual process, 
a mental task requiring reflective thinking, 
imagination and foresight. The majority of these 
definitions suggest that planning is a decision-
making process, but there are some who express the 
conviction that planning is not merely a decision-
making process. The question arises, then, of 
where the line is to be drawn. How are we to 
distinguish planning from decision-making, since 
both relate to the future? Before answering these 
questions, some other important features of 
planning must be mentioned. 
7.2 The Time Dimension in Planning 
The lengthening time-span of business resource 
commitments is one of the more important features 
of today's society. Two different types of 
future planning activity must be discerned 
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(1) Long-range projections which become premises 
in the planning process; and 
(2) Actual plans laid down for specific periods 
of time. 
The question of what is the proper period for 
.planning is not easy to answer. The broad criterion 
is well expressed by Koontz and O'Donnell( 4) 
" ••• since planning and the forecasting that 
underlies it are costly, a.company should probably 
not plan for a longer period than is economically 
justifiable; yet it is risky to plan for a shorter 
period. The right planning period seems to be 
determined by the commitment principle. Planning 
should encompass the period of time necessary to 
foresee the fulfilment of commitment involved in 
a decision." 
7.3 Various Kinds and Levels of Planning 
The literature abounds in suggestions on how 
planning could be, or is to be, classified. One 
classification suggests the following categories 
or levels of planning• (ll) 
The first level is called 'overall, long-range 
planning' or 'general planning' and its result is 
a 'master plan' for the firm as a whole. It is 
an integration of all types of planning levels 
describe'd· below, and it relates the firm to its 
environment over a specified period of time. By 
master planning, a firm solves its present internal 
and external problems, and attempts to prevent both· 
kinds of problems in the future. 
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The next level of planning is called 'functional 
planning', and representsj~ianning of major 
functions as applied to functional objectives. 
It is a major activity which the firm carries out 
'" continuously, (i.e. physical, ,organisational 
and financial planning). 
'Process planning' is the next level, and this is 
thought of as operations planning (manufacturing 
methods, process methods). Physical distribution 
of goods may also be covered by this type of 
planning. 
'Organisational planning' represents the next level 
·of planning, and deals with the authority-
responsibili ty relationship, with the establishment 
of communication networks, and development of 
people's abilities and skills. 
The primary objective of the last level of planning, 
called 'physical planning', is concerned with 
spatial arrangements of objects and includes plant 
.location, plant layouts planning, office planning 
and so on. The second classification could be 
summarised under the following headings< 12 > : 
(1) Comprehensive or overall company planning 
{a) overall strategic planning including 
development of overall planning 
premises, objectives, strategies and 
policies; 
-{b) overall implementation planning, including 
the coordination and summary of the 
individual operating and staff plans 
required to develop overall plans and 
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budgets for the firm. 
(2) Specific operating and staff implementation 
planning,, including the development of detailed 
plans, as well as derivative policies, 
procedures and rules in all operating and staff 




(d) research and 
development; 
(e) others. 
Steine~ 8 )has proposed the following classification 
of plans : 
(1) Strategic plans; 
(2) MediWn-range programmes; and 
(3) Short~range detailed plans and budgets 
which have already been mentioned and described. 
7.4 Definition of a Plan 
Planning may be defined as a process which leads 
to an entity called 11 the plan 11 • A plan is, then; 
nothing more than an ordered sequence of events 
(or activities) to be undertaken to achieve a 
specified objective. It describes a course of 
action and provides answers to the following 
questions: what? when? who? where? and how?, and 
represents projected answers to these questions with~ 
in the context of an anticipated environment in 
order to accomplish a specific set of objectives. 
The major phases of the planning process can then 
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be described as follows 
(1) Interpretation of the external environment 
in which the firm will be operating during 
the planning period; 
(2) Establishing objectives and goals for the 
firm; 
(3) Analysing the capabilities and availability 
of resources which the firm has at its 
disposal; 
(4) Developing the specific programmes to be 
undertaken; and 
(5) Evaluating the projected performance of the 
enterprise. 
Such plans, which we have qualified as strategic, 
are prepared on the basis of estimates - forecasts 
of the future relationships between a company and 
the economic,. social and physical environment in 
which it operates. Such forecasts are of a great 
value to management in determining sales goals, in 
planning inventories, purchases and production 
and capital expenditures for periods which may be 
from one to twenty years. 
Different types of economic forecasting can be 
utilised, and they vary from naive assumptions to 
sophisticated methods and models of the GNP. The 
latter kind of prediction is mostly based on the 
simple formula : G = E x H x P (where G = gross 
national product; E = average number of persons 
employed during the period; H = average hours worked 
per employee; P =output per man-hour ((productivity))). 
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The basic assumptions underlying the forecast 
typically include the assessment of the current state 
of international tensions, the state of scientific 
and technological knowledge and know-how, actions 
taken by the government to control great fluctuations 
affecting the economy, such as inflation or 
depressioni and the rate of rises in prices. These 
projections must, obviously, be related to specific 
industries and geographical areas. 
The dete~mination of corporate objectives is the 
second phase. Objectives have three main purposes : 
(1) Alternative courses of action are ranked by 
means of objectives; 
(2} Corporate performance is measured by them; and 
(3) They".provide operational consistency within the 
firm. 
Obviously, there are many forms which the objectives 
and goals of a company may take but many of them are 
derivatives of an explicit or implicit maximisation 
aim. Various recent surveys indicate that most 
large firms in the United States of America aim to 
maximise sales volumes rather than profits, and as 
long as prof its remain at a satisfactory level this 
practice will probably continue< 12 >. 
However, changes in the material aspects and the 
value systems of society as a whole are also 
reflected in the changes, in the nature and aims 
of organisations, social, governmental and 
commercial. 
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Peter F. Drucker has a different view of objectives. 
In his 1958 paper on "Business Objectives and 
S . 1 N d "(13) urviva ee s he has postulated company 
survival as the sole legitimate objective. The 
argument against his viewpoint is quite simple. 
Unless a firm makes profits and in amounts 
satisfying all participants, it could not survive 
for very long. A firm does not operate for the 
sake of survival only, but survi:ves because it 
does something else - it makes profits. 
Objectives, as well as forecasts and plans themselves, 
can be classified aqcording to three dimensions : 
(1) The time dimension - e.g. three months, five 
years, twenty years, etc.; 
(2) The organisational level - firm, division, 
department; 
(3) The function - marketing, production, finance, 
research, development, purchasing, personnel, etc. 
Formulation of objectives involves, obviously, 
managerial value system~ and the differences 
resulting from them must be resolved to achieve 
rational decisions. The literature is less clear 
on this aspect. There are trade-offs to be made 
between the possible dimensions of corporate 
objectives and the typical choices offered by the 
literature are as follows : 
short- and long-term profits 
profit and growth in the current product markets 
or increased flexibility 
growth or independence 
growth or current dividends. 
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The actual choice will often be based on the 
subjective values of the decision-maker. Yardsticks 
described vary from return-on-investment to price/ 
earnings ratios. 
The remaining three steps - (a) the assessment 
and appraisal of objectives, (b) deciding upon means 
and actions for the achievement of these objectives, 
and (c) the comparison of planned and actual 
performances - are described as varying from company 
to company, depending upon such factors as kind of 
activity, size and technological and organisational 
complexity, etc. 
7.5 Outline of 'Five-Year Business Plan' 
An outline of a comprehensive plan, typical of 
American corporations surveyed by Henry(ll), is 

















Cost & Productivity 
Personnel · 
Product .Line Performance 
Business Environment 
Division Guidelines 
Most Important Problems & Opportunities 
Business Strategy 
Major Business Plans & Programmes 
Business Results 
Product Line Analyses & Plans 
Cost Analyses & Plans 
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Some students of planning, like Ralph C. Davis 
(in his "The Fundamentals of Top Management") and 
Preston L. Breton and Dale A. Henning ("Planning 
Theory"), suggest that a plan may be described in 
terms of characteristics of the plan itself and 
considerations involved in its formulation. Such 

























Organisational level or preparation 
Organisational level at which the plan is 
to apply 
Environment in which plan is made 
Environment in which plan will operate 
Resources (men, money, materials, time) 
involved in plan 
Forward time or projection into the future 
Timing of plan .(when it· will start) 
Decision points 




Value of the plan 
Cost of the planning process 
Authorship 
Acceptance 
Ease of implementation 
Ease of ·control 
Measurement features. 
The size of such a comprehensive plan obviously 
varies according to the level of management, the 
overall plan being the shortest and least detailed. 
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7.6 Policies, Procedures and Rules 
As defined above, a plan is directed towards the 
attainment of specific objectives over a specific 
period of time. To be correctly implemented, it 
needs guidelines delimiting actions but not 
specifying time. Such guidelines are called 
policies. Policy, therefore, establishes guidelines, 
written or implied, and limits for discretionary 
actions by individuals responsible for implementing 
overall plans. 
Procedure, on the other hand, is a prescription 
which gives detailed instruction on how to 
carry out a series of steps to-accomplish a task 
or a goal. . In this sense, they are subplans to 
larger plans. They are usually written down. A 
rule is one step - an instruction of a procedure 
in terms of facilities, manpower and time available. 
It is, therefore, a subplan of a procedure. 
7.7 Strategy and Tactics 
The above terms are in common use in planning and 
require some clarification. The term 'strategy' 
(meaning the art of the general), taken over from 
the military science, can be understood as military 
science understands it, as the overriding long-term 
plan. Semantic interpretations vary considerably 
in the field, and different authors give slightly 
different interpretations of this term, ranging 
from 'actions needed to attain objectives' to 
'rules of games'. 
For our purpose, strategy means what military 
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strategists say it does, and includes, therefore, 
the elements of behaviour under conflict as well 
as a set of interrelated decisions; it is long-
range and yet it must remain flexible. New 
information is reviewed as it is obtained and 
'strategy' can, therefore, be defined also as 'a 
sequential decision-making process'. It can also 
be defined more simply as a broad allocation of 
resources. 
Tactics are detailed actions supporting the strategy 
and could be defined, also, as a detailed allocation 
of resources in order to attain the objective. 
7.8 Top Management in Planning 
All scholars and practitioners emphasise that 
planning will fail in the absence of the chief 
executive's support, participation and guidance. 
This chief executive's responsibility cannot be 
delegated to the planning staff. It is also his 
responsibility to see that a proper organisation 
for planning is created, that all managers understand 
its function and that planning is carriedout as a 
continuous function. All managers involved in 
planning must realise that planning means change, 
and that interactions ·of plans and people must be 
understood and considered. 
7.9 Duties of Corporate Planners 
Henry's study(ll) also indicates that duties of a 
corporate planning director can vary considerably. 
He is basically responsible for 
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(1) Administering all planning activities; 
(2) Specifying overall company strategic 
directions including company objectives; 
(3) Ensuring the quality of individual operating 
plans; 
(4) Coordinating and balancing individual plans 
within the overall corporate plan; 
(5) Performing planning activities not covered by 
individual operating units, such as diversific-
ation, mergers and acquisitions. 
7.10 Conceptual and .Operational Models of Corporate Planning 
The fundamental concept of comprehensive corporate 
planning (long-range planning) of all examined 
planning models as found in the contemporary 
literature on planning, is fairly simple. 
Essentially, most of them include four major elements : 
(1) Forecasts - business prophecies -
of things to.come; 
projections 
(2) Strategic plans, essentially ,, loose, written or 
unwritten, setsof objectives, strategy(ies) and 
policies with a timespan of five to fifteen 
years and more in some cases; 
(3) A set of detailed plans covering major functional 
areas with a time span of two to three years; 
(4) One-year plans and budgets. 
An attempt to compare all surveyed concepts would , 
be a tedious and unrewarding task because fundamentally 
they all include the four major elements that have 
been described above. Obviously, the emphasis varies 
from one concept to the other, and to of.fer an idea 
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of these different approaches to the elements 
mentioned above, three most impor,tant con"ceptual 
models that have influenced contemporary planning 
practice will be examined in some detail. 
Figure 9 sets forth Steiner's conceptual model of 
the structure and process of an effective and 
efficient planning programme! 8> It was constructed 
by Steiner after he had analysed a score of planning 
systems. 
To the left of the chart are three underlying 
foundations of any company planning effort : 
fundamental, organisational, socio-economic purposes;· 
values of top management; and studies of the 
environment. Each has a profound and unique 
contribution to make in planning. The socio-economic 
purposes refer to society's expectations of its 
business institutions if they are to survive. 
Values, ideas and philosophies held by managers are 
the second fundamental set of foundations for 
planning. These individual values, codes of ethics 
and moral standards are the premises of planning. 
A primary purpose of long-range planning (comprehensive 
corporate planning) is to discover future opportunities 
and to make plans to exploit them. At the same time, 
obstructions must be detected and removed from the 
road ahead. Plans can be effective only if they 
exploit opportunities and remove obstacles on the 
basis of an objective understanding of the strengths 
and weaknesses of the company. 
Strategic planning is, then, the process of 
Figure 9 Structure and Process of Business Planning 
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determining the major objectives of an organisation 
and of formulating the strategies and policies that 
will govern the acquisition, use and disposition of 
resources to achieve those objectives. Objectives 
include missions or purposes if they have not been 
determined previously, and the specific objectives 
sought by the firm. Although the strategic 
objectives are usually long-range, they can be 
short-term too. Policies are broad guides to 
action, and strategies are the means to deploy 
broadly important resources. The basie mission or 
purpose of a firm is the line of business which it 
wishes to pursue. 
Strategic plans are not always written; very 
frequently they are found, as Steiner says, in the 
head of the chief executive who communicates them 
when he sees fit to do so. Medium-range programming 
is a process in which. detailed, coordinated and 
comprehensive plans are made for selected functions 
of a business to deploy resources to reach objectives 
by following strategies and policies laid down in the 
strategic planning process. Short-term budgets and 
detailed functional plans include short-range targets 
for the salesmen, budgets for the purchases of 
material, short-term advertising plans, inventory 
replenishment and employment schedules. 
In his model, Steiner uses the term 'planning studies' 
to mean studies made especially for the planning 
process - analyses of future markets and so forth. 
Such studies are usually of high significance for 
the planning process. 
If plans are to be carried out, suitable organisational 
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arrangements must be made. An effective planning 
programme needs continuous surveillance as well as 
periodic review to assure that plans are carried 
out, and that new plans are devised as required. 
Conceptually, the entire comprehensive process should 
be recycled every year. 
To comprehend strategic planning, it is most 
important to understand the differences between 
strategic and tactical planning. At one end of the 
spectrum is strategic planning as defined, at the 
other end is tactical planning or detailed deployment 
of resources to achieve strategic plans. However, 
the lines of demarcation between strategic and 
tactical planning are blurred, both conceptually and 
operationally. Strategy gives rise to tactics, and 
tactics may be considered substrategy,which in turn 
employs tactics for execution. What is one manager' so. 
strategy. is another's tactics and vice-versa. ~./'" 
Figure 10 illustrates a conceptual planning model as 
suggested by Robert N. Anthony< 14 >. This author 
distinguishes, within - strategic planning, two controlling aspects : 
operational control. 
management control and 
Strategic planning is otherwise 
defined as in Steiner's model. Management control 
within this framework is then explained by Anthony as 
'the process by which managers assure that resources 
are obtained and used effectively and efficiently in 
the accomplishment of the organisation's objectives'. 
Operational control is to Anthony 'the process of 
assuring that specific tasks are carried out 
effectively and efficiently'. The ma.in merit of this 
model is its emphasis on the importance of the way in 
which the flow of information is handled. tJ~-
"./ 
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Figure 10 : 
Planning and Control Processes in Organization 
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Source: Anthony, Robert N., Planning and Control Systems: A Frame· 
work for Analysis (Boston: Harvard Business School, Divi-
sion of Research, 1965), p. 22. 
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Figure lil shows a cc;mceptual planning model known 
as the SRI model(lS). Fundamentally, the 
aggregations as, shown on this chart are similar to 
Steiner's and Anthony's models. The SRI strategic 
plan leads to corporate development plans and an 
operation plan. 
detailed plans. 
These, in turn, lead to further 
A conceptual model of a structure of short-range 
operating plans is illustrated in Figure 12 and 
does not require any comment. (lG) 
Even a superficial analysis of these examples of 
conceptual planning models reveals the fact that the 
conceptual steps in planning are essentially those 
basic problem-solving procedures which must be 
followed in decision-making. The simplest model 
includes the following elementary steps 
(1) Determine and define the problem. 
(2) Collect all pertinent factors available to 
solve the problem. 
(3) Decide which actions to take to solve the 
problem. 
7.11 Gaps and Shortcomings in Present Planning Concepts 
and Methodologies 
For elaborating a plan, a set of characteristics 
must then be considered, as suggested in the 
preceding paragraphs, because without these 
characteristics a plan cannot be defined. If 
these characteristics could be spelled out in 
detail they would be not only of theoretical but 
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also of practical value because they could be used 
as a checklist to ensure that the planner did not 
omit some important aspects during the planning 
process, be they qualitative or quantitative. 
Each element should be defined as clearly and fully 
as possible, as this would satisfy the requirements 
of scientific method which insists on initial clear 
definition of terms to be used and on classifying 
all of the knowledge concerning these terms. 
Yet, in spite of a voluminous literature on 
planning, we could trace no serious attempt to 
establish a foundation of clear terminology and 
understanding of communication and scientific 
enquiry. We have found an impressive structure of 
formats and procedures which are not properly used, 
and which should be tested to determine their 
suitability for practical application, not only as 
far as the availability of data but also their 
variability and sensitivity to data are concerned. 
They should also be tested for possible alternative 
mathematical formulation regarding the accuracy with 
which they reflect reality. 
We are not even able to answer the simple question 
of how to tell if the proposed plan is a good plan. 
Models are constructed for well-structured problems 
and the area of ill-structured problems remains 
neglected. Effective management tools, like the 
PERT-type project control systems, remain 
unintegrated into business planning systems. The 
present systems are quite effective in resource 
scheduling but very poor in activity scheduling. 
An integrated planning system combining financial 
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and physical resource scheduling with .performance 
scheduling is long overdue. 
Decision analysis and programming, the two planning 
phases mentioned above, remain separate and so some 
key decisions which may be critically important to 
the firm's future may remain hidden in programmes 
or budgets. Thus consequences of different 
decisions cann~t be explored by top management. 
The literature surveyed also shows a strong interest 
by planners in computer simulation of business, but 
most models in this area come from theoreticians 
rather than business planners, and such models lack 
realism. 
The contributions from the social s9iences depend 
on how theoretical studies of the firm's objectives 
are backed by empirical studies of the goal 
structure of organisations. Too much emphasis has 
been placed on purely social phenomena, and the 
economics of physical resource conversion and of 
communications systems has been excluded. On the 
other hand, too little is known of how organisations 
respond to changes induced by planning. Are some 
organisations more responsive than others? What 
kind of management determines the organisational 
acceptance and commitment of and to plans? 
None of the texts answer; to what extent successful 
planning is influenced by the planner's understanding 
of the man~facturing process and of the information 
handling. Very little could be discovered, too, 
about the extent of knowledge necessary to a planner 
or how firms react to his successful planning. An 
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understanding of the firm's behaviour under different 
sets of circumstances is surely necessary, yet this 
area of knowledge is grossly neglected too. How 
do management attitudes affect the firm's behaviour 
under different conditions? Very little has been 
written on this aspect. 
Contradictory papers could be found on what the use 
of the computer is doing to internal management 
structure, yet this kind of knowledge is surely 
critically important? No information was found on 
how external trends affect the firm's behaviour even 
though this could be of some value to the planning 
methodology. 
Very little information is available on the factors. 
contributing to success and failure of firms within 
the same industry. Information is also lacking on 
how different external conditions and different 
product technologies affect firms belonging to 
different industries. In addition, studies are 
needed on the transferability of managerial skills, 
inclusive of planning, to different cultural and 
socio-economic environments. 
Modern firms operate in highly dynamic environments, 
but rriost current theories and models are static. 
Information is needed on how these environmental 
dynamics affect the theory of the firm. Very 
little information is also available on the search 
for opportunities, threats and other relevant 
information, and on the manner in which this 
information is screened and used by the firm. 
Our search was also in vain as far as information 
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on the total planning control system is concerned. 
As performance sclleduling must become integrated 
with.resource scheduling, and as behavioural 
elements must be introduced into models, more 
information is needed on this aspect. 
In spite of the advances made in developing a 
science of planning, a more precise definition of 
the role of planning departments and executives is 
needed, and these departments and executives need 
to be given greater control over all major planning 
activities. Besides this urgent task, more and 
better trained executives are needed as more 
companies set up and maintain planning departments. 
Corporate managers do not fully understand how to 
carry out specific planning steps, in spite of the 
fact that much is already known about planning. 
Very often they are unwilling to · change existing 
organisational structures and give the newly-created 
planning unit the. tools it needs to do a good job. 
This results in the planner's task being carried 
out in a vacuum, and so operating realities are 
often kept away from planners. Bold experiments 
wi'th planning organisations, administration and use 
of new techniques are thus essential requirements 
for business planning to become a truly useful 
management science. 
Finally, as already suggested, if all conceptual 
models that one finds offered at present cannot 
be verified through planning experimentation, they 
are valueless in themselves, and all planning efforts 
leading to such models remain barren. The 
conceptual work must be matched with practice. 
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All the above aspects will be dealt with again 
within the framework of broader issues in Section 
10 dealing with the present status of the planning 
theory. 
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8. THE SYSTEMS APPROACH TO PLANNING 
8.1 The Systems Concept 
As shown above in our incomplete findings, an 
integrated approach to planning is necessary. 
Modern organisations are faced with new managerial 
difficulties caused by : 
(a) more uncertainties in their environment; 
(b) more complex structures; and 
(c) more performance complexity. 
These conditions will become increasingly prevalent. 
New environmental uncertainties are being brought 
about by rapid, often unpredictable, changes in 
technology, social structure, human aspirations, 
government regulations and policies, and political 
power and international relations. More varied 
activities and a greater demand for coordination, 
as well as new complexities in performance, will 
make managerial decision-making, planning and 
control very difficult. 
These revolutionary changes are being paralleled 
by equally drastic changes in the theory and practice 
of management. One major concept brought about by 
these forces in both the planning and implementation 
function of management is the idea of the 'systems 
concept'. This 'systems concept' pervades manage-
ment to such an extent that the word 'system' has 
become a part of the vocabulary of all those concerned 
with management, scholars and practitioners alike. 
Phrases like 'systems concept', 'systems management' 
and 'systems analysis' are, for many people, synonymous 
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terms, and it will, therefore, be meaningful to 
categorise all aspects of systems under the general 
classification of the 'systems approach' as 
suggested by Richard A. Johnson, William T. Newell 
and Roger c. Vergin in their book on Operations 
Management Cl 7). 
In their diagram, (Figure 13 below) , there is a 
flow from theoretical to practical application, 
• 
from the conceptual to the techniques of analysis, 
and from science to day-to-day operations. 
The entire philosophy of the systems approach places 
emphasis on the development of systematic ideas, on 
logic and thorough, regular thinking. A system is 
'an organised or complex whole; an assemblage or 
combination of things or parts forming a complex or 
unitary whole'. In a unitary whole, all parts are 
interrelated and interdependent, and interact in 
their effort to attain some kind of objective. The 
outputs of one system are inputs of another system. 
Therein lies the basic concept of systems theory 
the input, transformation and output model. 
The systems approach is a philosophical and conceptual 
way of thinking, a way of establishing hierarchies 
of relationships, a way of associating activities with 
other activities· so that relationships can be 
identified and classified appropriately. 
The systems approach can also be used to design and 
operate organisations, as shown in Figure 14. 
The utility of the concept to managing an enterprise 
may be viewed in terms of two elements of the manager's 
job : 
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(1) He desires to achieve an overall effectiveness 
of his organisation; 
(2) He does so in an environment involving 
invariably conflicting organisational objectiyes. 
This approach results from the recognition that any 
organisation is a system made up of segments, each 
of which has its departmental goals. The manager 
can achieve the overall company objective only by 
viewing the entire system and seeking, through the 
understanding of interrelationships, integration to 
enable him to pursue the company's strategic 
objective(s) effectively. 
8.2 Systems Approach to Planning 
For our purpose we shall view an organisation as a 
dynamic people-and-resources system operating at 
specific locations in space and time. Relevant 
information on any such system may relate to its 
environment, its internal structure, .and its 
performance. The simple diagram below illustrates 
these relationships : 
Figure 15 : People~Resources System 
Information 
~ INPUT ~ Energy 
Materials 
MEN Products 
--+ MATERIALS ~ Ideas --+ OUTPUTS ~ 
MACHINES Service 
TRANSFORMATION 
The systems approach to planning considers the 
enterprise as the integration of numerous decision-
making subsystems. The primary function of corporate 
(long-range) planning is one of systems design which 
involves : 
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(1) The establishment of goals, objectives, 
policies, procedures and of the structural 
relationships of a systematic basis for 
guidance of decision-making at various 
organisational levels; and 
(2) The provision of the flow of information to 
and from these planning centres. 
Without planning, the system could not change its 
present state, and would not be able to adapt to 
different internal and environmental forces. The 
systems approach to planning requires a continual 
evaluation of plans, based on new informational 
inputs during the life cycle of the plan. Results 
are continuously evaluated in terms of objectives. 
This approach is called, in the system's terminology, 
'systems analysis'. It is in many ways similar to 
the scientific method. Constraints and requirements 
are carefully outlined, alternative methods of 
achieving the objectives are detailed, suboptimisation 
studies are carried out to select the best alternative 
according to preselected criteria, and a decision plan 
is developed which can achieve the specified 
.objectives. 
Systems analysis is problem oriented, and uses a 
logical process of deductive-inductive reasoning. 
Many questions can be. asked,.e.g. : 
(a) How many distinguishable elements are there to 
this problem? 
(b) ·what causal relationships exist among these 
elements? 
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(c) What functions need to be performed in each 
case? 
(d) What trade-offs may be required among resources, 
once they are defined? 
During the analysis we proceed fro~~aeductive to the 
inductive when we progress from general objectives 
to plans and back in a cyclical closed loop fashion 
to ·refining objectives and making more detailed 
plans. 
This process is illustrated in Figure 16. 






Translation is the statement of the problem, 
including all the constraints which are placed on 
the solution, such as time, cost restrictions .and 
orgaftisational patterns of action. Selection 
criteria, such as cost/effectiveness, timing and 
risk, are outlined at this stage and used to 
·evaluate the appropriateness of various trade-offs. 
The feedback is represented by the reiteration of 
the cycle until refinements have determined the 
final plan or solution. 
The various flows such as material, energy and 
information, essential elements of any given system 
or subsystem, may be developed separately, but all 
three must be considered. The organisation 
structured around the flow of material and information 
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between decision points, would cut acros9 traditional, 
functionally specialised department boundaries. 
Systems analysis has been used effectively in 
planning advanced systems and technologies. It is 
not easy to use, but if applied with the required 
skill and common sense it is a valuable technique 
for identifying advanced requirements of complex 
systems, to assess the impact of environmental changes 
on developmental plans, for identifying potential 
problems in the conceptual stage of a programme, 
and for providing accurate information on decisions 
made and on the reasons supporting recommended 
courses of action. 
8~3 Techniques Applicable to Systems Approach to Management 
In applying the systems approach to management 
problems, many techniques are helpful. We list, 
below, a number of them : 
Stage 
Formulation of Problem 







Accountancy techniques such 
as Discounted Cash Flow, 
Risk & Venture Analysis 




Techniques - Linear 
Programming 
Control Theory, Financial 
Control Techniques 
Computer Control, Critical 
Path Scheduling. 
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8.4 The Relationship of 'Systems Approach' to Functions 
To achieve predetermined objectives, disorganised 
resources of men, machines and money must be con-
verted into a useful and effective enterprise, which 
takes place through the integration of these 
unrelated resources into a total system by the 
management process. 
This means that managers manipulate these resources 
in order to attain the objectives, and the activities 
and work of others are coordinated to this effect. 
But because these functions are performed in con-
junction with the operation of the system, and not 
as s~parate en ti ties-, there is a change of emphasis 
not found in the traditional approach. Everything 
has to revolve around the system's objectives, and 
each function is performed only as a :service towards 
the final goal. 
By way of summary we can define the systems approach 
in terms of four principles : 
(1) It is teleological or goal-oriented with 
continual emphasis on objective achievement 
(effectiveness). 
(2) It is total system-oriented, because decision 
criteria stress optimisation of the total 
system, rather than that of the subsystem when 
a trade-off situation exists. 
(3) It is people oriented because members of the 
firm are given challenging assignments and 
they are identified with outputs (achievement 
is recognised and rewarded), and although work 
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assignments may be specific, the changing 
nature of systems encourages the 
intellectual growth and development of 
employees. 
(4) It is responsibility-oriented, because each 
manager is given a specific assignment 
with measurable inputs and outputs. 
(5) It approaches closely the desiderata of 
scientific inquiry, as far as planning is 
concerned. 
Yet, in spite of all these advantages, we must not 
be under the impression that we have found a 
universal panacea to problems in planning. 
I 
Systems analysis may be used in two ways : firstly, 
a better conceptual understanding of the planning 
problems can be reached, and then a decision can be 
taken on what should be done. Secondly, through 
systems analysis, the ends-means relationships (and 
objectives) can be clarified and thus the judgement 
of the decision-maker (the planner) can be sharpened. 
But clarity in ends-means relationships and in 
objectives may (and does) make for increased 
disagreement within the organisation. The planner, 
having been made more clearly aware of the 
uncertainties and the links of the objectives, may 
feel less confident that he has made the right 
decision than he would have been without the help of 
the systems analysis. So, his sense of personal 
responsibility can be heightened, and he could become 
more careful to express his decisions in clear terms. 
He could express his thinking in terms of technically 
solving the problem rather than in terms of clear 
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trade-offs among o~jectives. This is the most 
severe limitation of the new approach, but there 
are obviously other limitations which could be 
summarised as follows : 
Systems analysis is basically the current state of 
the art aiming at a possibly more efficient and 
effective allocation of the strategic planning 
function. However, this optimisation effort must 
be adapted to cognitive limitations because of 
complexity and uncertainty. 
It is only one of many approaches available to the 
planner, and only one of the many ways of looking at 
a decision among other decisions competing for his 
attention. 
Planners cannot be objective in their organisational 
decision-making because of their difference in their 
value systems, the conception of the structures 
underlying decisions and the .criteria they apply. 
The introduction of systems analysis into the 
planning process has definitely reduced the sense of 
control planners feel they have about their 
.decisions. The enthusiasm for the creation of new 
alternatives is thus lessened. 
Systems analysis and organisation theory must be 
examined more closely in order to make systems 
analysis more useful in the decision process and to 
develop new organisational arrangements 
facilitating its use. 
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9. PLANNING, PROBLEM-SOLVING AND DECISION-MAKING PROCESSES 
9.1 Differences Between Problem-Solving and Planning 
Decisions 
In our preceding analyses we have twice been led to 
conclude that planning steps are essentially basic 
problem-solving procedures. Some planning frameworks 
studied suggest, however, that planning is not 
merely a decision-making process. What, then, is 
the delineating factor or factors which would permit 
us to distinguish planning from decision-making? 
Peter Drucker says in his book, "The Practice of 
Management", "Whatever a manager does he does through 
making decisions . • • but a good deal • • • tends 
to centre on problem solving that is in giving 
answers. And this is a wrong focus. Indeed, the 
most common source of mistakes in management 
decisions is the emphasis on finding the right 
answers rather than the right question."(l) He 
distinguishes between the tactical (routine) and 
strategic decisions. He does not deny the importance 
of the former group of decisions, but emphasises the 
over-riding importance of the latter category. 
Indeed, the decisions that matter in planning are 
strategic, involving either finding out facts about 
situations, and about factors influencing the 
changes as well as finding out what resources are 
or what they should be. In strategic decisions it 
is most important to ask the right question; the 
right question must not only be asked, but the right 
course of action must also be decided upon. Drucker 
further points out that the most crucial moment 
in the decision-making process is to make sure 
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that decisions taken in various sectors of the 
business and at various management levels, are 
compatible with each other and in harmony with 
the firm's objective(s). 
What, then, is the relationship between business 
decision-making and the business planning process? 
Both processes are closely related, as can be seen 
from the following comparison< 12 > : 
Business Problem-Solving, 
Decision-Making Process 
(1) Defining the problem 
- symptomatic diagnosis to 
find critical factors 
- determination of con-
ditions for problem-
solving 
(2) Analysing the problem 
- finding the right question 
- getting right facts 
- time-span of conunitment to 
a course of action 
- impact of decisions on 
other areas and functions 
- the number of qualitative 
considerations 
- uniqueness or periodicity 
of decision 
(3) Developing alternative 
solutions 
- imagination & creativity 
tools 
- scientific method applic-
ation 
(4) Deciding upon solution using 
four criteria 
- the risk 
- economy of effort· 
- timing 
- limitation of resources 
Business Planning Process 
Define the purpose of 
the planning effort 
Develop planning premises 
Develop possible courses 
of action in the area of 
company objectives 








(5) Converting the decision into 
effective action 
Business Planning Process 
Select the most promising 
objectives and develop 
plans for carrying them 
out. (Steps 3, 4 and 5 
are repeated in developing 
corporate philosophy, 
overall policy, implement-
ation plans, procedures, 
rules, etc. ) 
From this simple juxtaposition we can see that 
decisions can be made without doing any planning; 
planning, however, requires a series of decisions, 
and to be successful depends on good deci.sion-making. 
Plann~ng cou·1a be considered, as R.L. Ackoff(?) 
I 
sugge~ts, as one kind of decision-making, called 
'anticipatory decision-making'. 
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The first attempt to correct these shortcomings can 
be ascribed to David Ewing, in 1958, in his 
publication "Long-Range Planning for Management", 
in which he assembled in this work all major 
articles on planning which had appeared at that time. 
During the 1960's the literature on planning grew 
rapidly. Such works, as for example, "Planning 
Theory" by Preston L. Breton and Dale Henning {1961), 
covered topics like the importance of planning 
elements, the dimensions of a good plan, the role of 
personnel in planning. "The Corporate Planning 
Process" by Meville Branch {1962) studied all 
activities involved in planning. These.two.works 
attempted to build a superstructure for a theory of 
planning. 
Brian Scott's publication "Long-Range Planning in 
American Industry" {1965)represents an attempt to 
offer a comprehensive outline of strategic planning 
theory. Management decision-making at the top 
level was explored by·H. I. Ansoff in his work 
"Corporate Strategy" {1965). He discusses the 
nature and kinds of strategy &the role of objectives 
and strategies as foundations for plans. It is 
definitely an important contribution towards the 
formulation of a planning theory, though too 
abstract and complex for practical application. 
c. T. Hardwick and·B. F. Landuyt treated the same key 
areas of planning in their publication "Administrative 
Strategy and Decision-Making" {1966). 
Other authors such as Bruce Payne in his "Planning 
for Company Growth" {1963). explored planning at the 
operating level. This work offers practical 
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guidelines for effective planning to business 
managers. 
Some scholars, specialising in planning, have under-
taken studies of planning practices among large 
companies in the U.S.A. Two works should be cited 
in this field : "The Long-Range Planning Policies 
and Practices : Selected Companies Operating in 
Texas" (1963) by William T. Newell a!ld "Multinational 
Corporate Planning" (1966) by George Steiner and 
Warren Cannon. Such studies are useful and 
interesting but they seldom reveal the difficulties 
and failures of such companies in their attempt to 
introduce formal corporate planning. 
E,. Kirkby Warren, in his "Long-Range Planning : The 
Executive Viewpoint" (1966), exposes such cases of 
failures and illustrates the kinds of difficulties 
·t encountered in planning by companies, showing how 
difficult it is to do planning effectively. Books 
like "The Practice of Planning" (1968) and "The 
Human Side of Planning" by David Ewing, present 
specific, practical guidelines for corporate planning 
efforts. There are many other similar books which 
could be mentioned but they cannot, in spite of their 
usefulness, be designed as mature, comprehensive 
handbool<S on planning. 
In the late 1960's, the work "Business Strategy 
and Policy" (1968) by Thomas Cannon analysed 
planning practices at major American firms. He 
identified corporate strategic planning with overall 
marketing planning. The most complete study of 
corporate planning appeared in 1969, published by 
George Steiner under the title of "Top Management 
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Planning", which covers all facets of business 
planning, both strategic and implementation planning. 
A good supplementary planning study is a stimulating 
introduction to corporate planning by Russel L. 
Ackoff titled "A Concept of Corporate Planning" 
(1970). Policy-making has also attracted the 
attention of scholars and several books are now 
available on this topic, such as "Business Policies 
and Central Management" (1965) by William Newman and 
James Logan, which deals with policy development as 
one major aspect of strategic planning. The most 
comprehensive study of policies which has appeared 
to date is the two-volume book "Management Policies" 
(1966) by Valliant Higginson. While its main theme 
is how companies develop policies,the overall 
corporate planning framework.within which these 
policies are developed is also analysed. In this 
connection, collections of readings such as 
"Business Policy : Selected Readings and Editorial 
Commentaries" (1967) by Alfred and Walter Gross, 
Edmund Gray's "Readings in Business Policies" (1969) 
and "Readings in Business Planning and Policy 
Formulation" (1972) by Robert J. Mockler should also 
be mentioned. 
Other areas related to planning have also been 
extensively studied. Topics such as environmental 
factors as they affect planning, control,. changes in 
organisational patterns brought about by strategic 
planning, and so forth have been explored and written 
about. There is ··-a. plethora of works and 
arti.cles in this field,. which indicates the ever-
expanding interest in planning studies. 
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This short overview covers the major American 
efforts. However, the same enthusiasm and interest 
in planning as one of the most important management 
functions, can be noted in Europe. In 1968 the 
Society for Long-Range Planning in Great Britain 
introduced a quarterly journal "Long-Range Planning", 
· an organ for communicating planning experiences of 
both the United States and other countries' firms. 
At many major universities new research programmes 
on planning have been initiated, designed to develop 
new insights and obtain new knowledge in the field 
of planning. 
The number of books and articles on planning and 
business policy appearing in France, Germany, Great 
Britain, Italy and other countries grows steadily 
every year. One of the best recent publications 
is the "Handbook of Strategic Planning", edited by 
Bernard Taylor and Kewin Hawkins (1972) and. based 
on papers presented to the University of Bradford 
Management Centre conferences and seminars over the 
period 1967-1970. Unlike most of the other 
published works on corporate planning, this book 
includes a considerable amount of experience and 
thought drawn from practical planning experience by 
British firms. · 
During the last few years, the emphasis has been 
placed on the use of computers in planning, and 
companies such as Shell, Mobil and others have 
designed computerised planning models. Such models 
are used to evaluate and test a great number of 
alternative courses of actio~ which has not been 
possible with the manual methods available up to 
now. 
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This trend is continuing at present, and it is now 
an established fact that advanced mathematics and 
operational research techniques can be applied to 
solve business and economic problems. 
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11. SUMMARY - WHAT A WELL-EDUCATED PLANNER SHOULD KNOW 
11.1 Difference Between Planners and Management Scientists 
Our preceding analyses have highlighted the fact 
that the proper scope of planning is describable 
in terms of interdisciplinary systems. Whilst 
the large body of knowledge relevant to planning 
lies within 'management·science', other parts come 
from economics, organisation theory and theory of 
knowledge - the most important of these being 
economics ~ the study of social behaviour and of 
the conversion and distribution of physical resources 
within a closed system, the human society. 
However, planners differ at present from management 
scientists in several important aspects : 
(1) Planners are i~terested in models which are 
useful and relevant to the firm's activities, 
whereas management scientists are more 
interested, at present, in formal models. 
(2) Planners participate directly in the ongoing 
management decision cycle, whereas management 
scientists .work on special assignments. 
(3) Planners are concerned with programming of the 
firm's activities and not with the manner in 
which the underlying decisions are arrived at. 
For management scientists the problem is 
solved when the preferred alternative is chosen. 
(4) Planners are concerned with implementation of 
plans, with their organisational acceptance, 
143 
with the measurement of the company's actual 
performance against the planned performance, 
and with the respective feedback. .Management 
scientists are uninterested in these matters •• 
11.2 Categories of Knowledge Needed by Planners 
In section 5.1 we have raised the question of what 
kind of knowledge a planner should possess.· We 
are now in a position to answer this question. 
As far as the normative knowledge is concerned, 
as a minimum, a planner should possess the following 
knowledge : 
decision theory 
probability theory and statistics 
linear and dynamic programming 
game theory (at least to some extent) and 
computer applications~ 
However, the time is not too far distant when every 
planner will need a fair understanding of all tools 
of management science. 
With respect to descriptive knowledge, its 
l 
boundaries must, per force, be very large indeed 
because any restriction would reflect upon the 
planners' ability to take action. This means that 
the more they know the greater their ability to cope 
with their dynamic ever-changing environment. 
Obviously, the emphasis is placed on macro-and 
micro-economics, organisation theory and the theory 
of knowledge itself. 
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The above specifications, therefore, represent the 
planner's vocational attributes which gi~e him his 
professional orientation, technical competence 
and communications proficiency. They are reinforced 
by his experience in his role. There are, obviously, 
other dimensions which must also be considered. 
Knowledge per se would not alone· make·· a planner 




independence of thought 
extraordinary self-discipline. 
11.3 Attributes Required for Successful Planning and the 
Duties of Planners 
1 
The list of qualifications and requirements would not 
be complete without mentioning some essential 
behavioural characteristics such as perspective in 
analysis, tenacity-in implementation, charismatic 
leadership and sensitivity in human relation·s which 
should also go into the making of successful 
planners •. 
Without them the planner would not be able to.discharge 
successfully the following duties : 
Formulation of corporate objectives and policies; 
Development of action programmes; 
Direction of the planning staff in activities of 
market research, economic and business analysis and 
planning for products, facilities and acquisitions; 
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Evaluation of market growth potential; 
Coordination and integration of divisional planning 
activities; 
Direction of and partic-i'pation in a search for 
opportunities for business growth and developments; 
Coordination of overall company marketing strategy; 
Evaluation of possible mergers or acquisitions and 
negotiation of desired ones; 
Direction of corporate handling of proposed new 
processes and products; 
Development of priorities for major new products and 
projects, recommendation of special research projects 
to the chief officer and auditing the.progress of· 
projects; 
Provision of an information service to other 
executives; 
Reviewal of major capital expenditures in relation to 
corporate objectives; and 
Recommendation of short-term and long-term budgets. 
The above list gives a broad idea of the wide range /v'9_ 
of duties that fall within the planning area. ;..----
As can be seen from the above discussion, effective 
leadership, organisation and staffing are important 
to successful planning, which is essentially a 
participative job. Operating managers must be 
motivated to do planning, and planning efforts must 
be administered. Communication, or the ability to 
communicate is, therefore, essential. 
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12. THE STATUS OF PLANNING THEORY 
12 .1 The Present Situation and. its Requirements 
The survey of the literature on planning indicates 
that corporate planning has become an accepted 
management function. Slogans such as 'planning 
is a great force of our times', 'in the age of 
planning', 'planning is a key concept of our future', 
testify to the ubiquity of planning and indicate 
that a change of attitude is taking place. 
Financial support of planning and.related professions 
is increasing, and the quality of professionals 
eng.aged in planning is steadily improving. 
The field has become almost worldwide, for reasons 
affecting our very survival, and yet, as our 
analysis has shown, corporate planning enjoys its 
popular favour without the benefit either of a 
supporting framework of ideas intrinsic to it, or 
a theory which it could call its own. 
Despite the growing interest in planning, and 
notwithstanding the resounding titles of some of the 
many books on this subject, a general theory of 
planning has yet to be developed. The current 
state of planning could be described only as a 
'predisciplinary stage'. 
The conceptual suggestions found during the survey 
on planning range from.descriptions of experiences 
to elegant but inoperable propositions. All these 
frameworks must, perforce, be vaguely defined 
because they are not backed by an established ·theory. 
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However, despite this lack, our survey shows clearly 
that a specific sequence of steps does occur, 
obviously in various forms, throughout the planning 
process. 
(1) The present situation is evaluated. 
(2) The alternative objectives are identified. 
(3) These alternatives are evaluated and the one 
(or a combination of them) is selected which 
seems most desirable. 
(4) Alternative means are identified for achieving 
these objectives. 
(5) These means are evaluated and the one (or a 
combination of them) which seems most desirable 
is selected. 
(6) The chosen means are implemented to pursue and 
attain the selected objective(s). 
(7) The whole process is continually repeated 
through the above steps because of the cori-
tinuous ly changing environment. 
The described steps belong to. three distinct classes 
(1) Analysis/evaluation (steps 1, 3 and 5); 
(2) Creative generation of ideas for al.ternative 
actions (steps 2 and 4); 
(3) Decision (steps 3 and 5). 
The sequence of these steps is not strict. However, 
the literature does not provide guidance on how each 
step should be executed in terms which are at the 
same time general and operational. 
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12.2 Some Clarifications 
What, then, must be done to build a theoretical 
basis for planning? Before any answer to such a 
question can be attempted, some basic issues must 
be clarified - issues dealing with society itself." 
One cannot resist the temptation to use, once more, 
the words of A. Toffler's book cited in the intro-
duction of this study, which vividly describes what 
is happening to our modern society. Unless we 
understand this, we shall not grasp our inability 
to formulate a badly needed theory of planning, 
despite all our technological know-how, or, perhaps, 
because of it. 
II • • a revolution Shatters institutions and 
power relationships • • • students capture deans 
and chancellors, sexual standards are overthrown, 
great cities paralysed by strikes, international 
power alliances shaken, financial and political 
leaders secretly tremble • • . these are 
indisputable signs of our sick society that no 
longer can perform its most basic functions in the 
accustomed way. . .• We are simultaneously 
experiencing a youthful revolution, a sexual 
revolution, and the most rapid and deep going 
technological revolution in the history. 
. . . Economists, even those who talk the language 
of revolution, are peculiarly conservative creatures. 
Conditioned to think in straight lines ••• they see 
in the growth of large scale organisations nothing 
more than a linear extension and expansion of old 
fashioned bureaucracy. . •• Born of scarcity, 
trained to think in terms of limited resources, they 
can hardly conceive of a society in which man '.s 
basic material wants have been satisfied • • •. when 
they think about technological advances, they 
concentrate solely on the means of economic activity. 
Yet, the superindustrial revolution challenges the 
ends as well. It threatens to alter not merely the 
"how" of production but the "why" too. It will, in 
short, transform the very purposes of economic . ' ·~ . 
. .. 
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activity. Before such an upheaval, even the most 
sophisticated tools of today's economists' are 
helpless. Input/output tables, econometric models, 
the whole paraphernalia of analysis that economists 
employ do not come to grips with the external forces 
- political, social and ethical - that will trans-
form economic life in the decades before us. 11 (18) 
We shall return to the above statements in our co~-
cl us ion. For the time being, we need them to 
emphasise that against such forces, our familiar 
concepts, values, thoughts and approaches which, 
until very recently, were helping us to clarify, 
reorder and relate all what was obscure in our 
situation, are now found wanting. Old methods of 
observation, analysis, hypotheses, resolution and 
classification became obsolete. 
As long as we are unable to escape yesterday's 
thinking in addressing ourselves to today's 
decisions - the real dimensionsof tomorrow - we 
shall not succeed in formulating an adequate 
theory of planning. 
12.3 Some Comments on a Scientific Theory of Planning 
In our introductory chapters we have stressed the 
necessity of a scientific approach to management 
and to one of its major functions, planning. We 
have called for the unity of science and management. 
But this call is not correctly understood by many 
planners and students of planning, nor is it 
sufficiently clarified by others. 
Too many planning 'experts' or students of planning 
are under the impression th_at science can offer them 
infallible, unequivocal, pre~criptive formulae. 
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This science cannot, unfortunately, do. 
Our analysis has led us to the conclusion that, 
too many problems exist in planning in which 
different scientific disciplines are involved so 
that no single discipline can cope with analyses,~ 
problems, techniques and possibilities of solution. 
We have attempted to demonstrate that planning is 
a highly complex interdisciplinary enterprise that 
can be carried out successfully only by a team of 
scientists belonging to many disciplines. This 
·should be a permanent team if consecutive, 
sequential, controlled, end-adapting and end-changing, 
continuous planning is to be of benefit to our 
society. 
The different specific analyses and techniques at 
the disposal of planners cannot of themselves yield 
~ 
solutions which converge towards an optimum. 
Compromise decisions and tradeoffs are the rule;but they 
lack clarity as far as their consequences are con-
cerned. 
Very of ten we can seek only one or some of the many 
solutions that are reliable and that fully satisfy 
planning constraints. Under certain circumstances 
we can construct a model and through systematic 
application of heuristic procedures we can arrive 
at an optimal solution. But how often is such a 
solution too expensive, unattainable, lacking 
precise definition and even unnecessary? The 
majority of comprehensive algorithms of the 
mathematical optimisation of 'big' planning problems 
are often unsuitable, too precise, too assumptive, 
to be used for complex planning problems, lacking 
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frameworks and exactly defined structures. 
We do not, as yet, have at our disposal accurate 
decision formulae (in spite of a highly formalised 
theory of decision-making and research into the 
theory of games for the study of strategies), whi?h 
could be used either in highly complex, interdisc~plinary 
problems, or for problems with only a few quantifiable 
variables. 
We are not yet able to answer the question of how 
ecological factors should be integrated into social 
utility functions. Although the game theory and 
the decision theory have revealed the variability of 
strategies and their dependence on alleged criteria 
of optimality, theoretically infinite in number, there 
is very little practical application of the game theory 
at present. 
No scientific theories will ever take away from the 
planner the burden of deciding about these criteria 
of optimality even if he were satisfied to elaborate 
alternative plans and models without attempting to 
recommend the most suitable ones. No-one knows 
better than he all the problems of structure, 
evaluation methods and criteria. 
It is impossible to avoid purely technocratic and 
solution oriented decisions on planning problems 
through a special, two-way, permanent communication 
between planning experts of individual disciplines 
and decision-makers. The same constraints apply 
to other specialists who are unable to look at 
greater social and technical relationships of 
systems beyond the narrow limits of their special 
fields. 
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Even a specialist with a broad educational back-
ground is often unable to plan in critical situations 
without being influenced by techniques and technologies 
he has learned. 
Our survey has quite clearly shown that, especial~y 
in complex social planning, a generalistic, 
normative, value-oriented and policy criticising 
approach still cannot be found. What Ozbekhan and 
Jan"tsch(l 9) call 'normative planning' or the 
'normative level' of planning urgently needs an . 
immediate, more thorough and deeper rational 
elaboration. No individual scientist or planning 
specialist can offer a methodology on which normative 
decisions and their criteria could be based. 
Only a team composed of philosophers dealing in 
normative problems and projects, philosophers 
specialising in ethics, value theorists, sociologists 
of every kind imaginable, behavioural scientists and 
social psychologists together with planners and 
decision-makers can deal with it. Such a team can 
contribute, through its corrective cooperation and 
exchange of views, an effective control, even in such 
cases where no generally accepted, consistent, 
comprehensive theories exist. 
The call for unity between science and planners must 
be formulated differently. What is urgently needed 
is a methodologist, a theorist of science in the 
broadest sense of the wor4 if the basic methodology 
of planning is to be called 'scientific and 
theoretical'. However, the theory of science is 
not a scientific discipline but a philosophical one. 
It deals with the rational constr~ction or 
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reconstruction of criteria as well as with the 
analysis and critical evaluation of methods. Even 
if planning, in the strictest sense, does not happen 
purely scientifically, such an analysis could be 
called scientific and theoretical. It could be 
I 
called a 'general, basic, methodological analysis· 
of planning'. I 
We can understand the wish of students of planning 
for a unified method and a general theory of 
planning as a demand directed by them at the 
theorists of science to elaborate logical structures, 
predict reliability and to lay the foundation of 
na.tural. and sociological-economic laws of the 
planning process. 
Yet, in reality, they have not even been able to 
initiate scientifically and theoretically based 
research into the planning terms and theories 
offered at present. To our knowledge there is in 
the world's extensive literature on planning .only 
Rieger's work in German, "Begriff und Logik der . 
Planung 11 <20> which is interested in such an analysis, 
but even this 'logic of planning' is incomplete. 
This work, as well as the work by Miller, .Galanter & 
Pribram( 2l) taking the hierarchical nature of the 
organisati9n of behaviour as axiomatic and exploring 
the relation between the image and the pian, introduces 
some interesting definitions of plan, execution and 
image. A plan is, according to these authors, 'any 
hierarchical process in the organism that can control 
the order in which a sequence of operations is to be 
performed' or 'a rough sketch of some course· of 
action'. 
I ~ • 
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of so-called planning theories follow the traditional 
and outdated approach of 'what is?' questions (e.g. 
What is planning?), and then attempt to express the 
essentia.l.,s, the characteristics and the nature of 
planning, inventing more or less precise definitions. 
Many autnors think that plans or planning can be 1 
I 
simply derived from specified goals. What is not 
clear, however, is whether a logical deduction is 
meant, and furthermore, how a ~tructured framework 
for planning can be derived from terms or from 
stated goals. 
Even more confusing are attempts at definitions of 
plannin~ that start f~grn the semantically faulty terms 
'anticipation', 'mental anticipation of future actions' 
and end with such terms as 'planning is an attempt to 
use reason and foresight in ordering of human affairs' 
or 'a systematic proposal of a rational order on the 
basis of the available knowledge', or 'an attempt to 
act with foresight and intelligence' <21>. 
Not only are structures of order, schemes of action, 
frameworks and systems for action confused as far as 
the descriptive and normative way of thinking is 
concerned, but terms for planning such as order, 
reason and rationality are used that are even more 
vague than the term 'planning' itself. Naturally, 
such abstract terms need criteria for application, 
and they may be very different indeed. 
One even finds some planning theorists who suggest; 
that a general theory of planning already exists, and 
is fully described and valid for all planning 
phenomena. However, one has to take only the term 
'planning' as it is used by them, ~nd all that one 
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obtains is a heterogeneous and extremely loosely 
related family of terms relating to what is called 
. by these 'experts', 'to plan' or 'planning'. 
All attempts to classify plans according to some 
specific characteristics are also fruitless and 
hardly useful in practice for the development of 
a general (and yet usable) planning methodology. 
One could object that all these attempts may be con-
sidered as a part of the basis for the planning 
theory, but speaking frankly, it will remain only a 
part, completely insufficient for the development 
of the theory. 
It is time to realise that from classifications of 
terms and definitions alone, no planning theory can 
be evolved, not even an empirical one. What gain 
can result from simply enumerating that a good plan 
is 'goal oriented', 'feasible'~ 'more or less 
economic', 'possibly easy to use', 'understandable', 
'more or less operative', 'unified', 'continuous', 
're la ti vely precise', 'flexible', .'optimising 
planning time' or 'cognitively and scientific.ally 
based'? Even the term 'strategic' is used by 
various theorists as having different meanings. 
Should such a classification of attributes take a 
'strategic' position in the building of a theory of 
planning? 
From all that has been said above, it should be quite 
clear that attempts to arrive at an empirical, 
general theory of planning through a scientific and 
theoretical analysis of pseudo-scientific·and/or . . . 
daily-used planning terms· (in themselves inconsistent 
and vague) should be abandoned. The same applies to 
----; 
158 
planning methods? Should not solving of these 
problems be declared as critically urgent? 
In the light of growing complexity of organisational 
and environmental problems any, even partially 
improved method is better than no method at all. 
Any 'laissez-faire' attitude in this ·direction 
amounts to gross, dangerous negligence. 
We should, at least, be able to determine the 
relative unreliability of presently used methods. 
But how can we improve them not knowing to what 
extent they are reliable? Naturally, we need 
criteria and yardsticks. 
Only the theory of science can construct and 
critically discuss the reliability of such criteria. 
Without a scientific and theoretical analysis of 
typical planning processes, their structures and 
methods, such criteria cannot, however, be 
rationally constructed. Furthermore, methods 
cannot be improved or generalised without being 
firstly analysed. This analysis must be carried out 
systematically and critically, and only the theory of 
science can carry out this urgent task. The co-
operation of this science with methodologists and 
planning theorists cannot be delayed any longer. 
Their cooperation must be directed, therefore, 
towards a critical analysis and discussion of 
practical planning procedures. To carry out this 
task, definitions are, obviously, necessary. But 
these can be developed near the discussed problem 
Definitions are only instruments, they are not 
knowledge in themselves. Once the methodological 
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problems are precisely formulated and defined from 
standard planning cases, they can be generalised; 
referred b~ck to general scientific and 
theoretical questions and possibly solved. Only 
such coopex:ation will ~ead to practically applicable 
theories of planning. The scope of applicability 
and theoretical generalisation of such theories can 
then be widened. 
Because th~ theory of science has up to now been 
interested mainly in the basic methodological 
problems of the natural sciences, mathematics, and 
to a lesser extent, with the history of science, 
very little attention has been paid by this 
discipline ·to the social and behavioural sciences. 
And so, the scientific and theoretical problems of 
the technical sciences and of the complex socio-
techno-economic systems sciences, and especially 
of the pla~ning science, have been completely 
neglected. 
Planning is characterised through an especially 
intricate meshing of descriptive explanations, 
prognoses and normative statements, so much so, that 
in practice the purely exploratory prediction can 
seldom be ~eparated from norJUative decisions con.,.; 
cerning goal setting, strategic evaluation of means 
under limiyed resources, social valuation, 
orientation toward norms and appraisal of ·practicabilit.i' 
and applicability. This is becoming, at present, 
more and mo.re evident especially in research and 
development planning. 
. . ( 19) 
Very rightly, Ozbekhan points out that up to now 
the normat~ve premi~es and·components of planning 
•.I 
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proposals have not been sufficiently considered. 
If they are, however, not to limit our possibilities 
of action, they cannot be used unanalysed. Other-
wise we shall plan our future systems as mere 
perpetuation and expansion of present structures, 
in other words we shall simply be extending the 
present. Planning must encompass adjustments in 
values as they change when dealing with complex, 
socio-economic systems. 
Ozbekhan's interpretation of the system-functional 
and cybernetical planning concept can hardly be 
criticised. Planning interpreted as a function of 
a system does not and cannot include any future; 
it only attempts to perfect its present because 
it follows, rigidly, the scheme of information-
analysis-proposal-decision based exclusively on 
technological feasibility~ Ozbekhan contrasts 
this purely mechanistic planning model, which he 
finds represents the majority of presently used 
planning approaches, with his 'human action model'. 
His concept is fully flexible as far as norms and 
ends are concerned, and above all, his model is not 
addicted to perfect rationality. Even systems 
transformation and institutional changes planned on 
the basis of policy changes, and changes in value-
adjustments are seen as planned according to his 
' model. Many planners are under the impression 
that planning is a total perfecting rationality 
and this planning must and, per se, cannot be. 
The role of normative factors and components, as well 
as their interplay with explanatory-descriptive 
elements, must, in future, be analysed more precisely. 
The usual, simple differentiation between the 
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indicative and imperative planning (anyhow both are 
in essence normative), or between the exploratory 
prediction and normative planning, is insufficient 
for this philosophically and methodologically very 
difficult complex of problems. The criteria of 
rationality and the evaluation yardsticks must, first 
of all be constructed or their role for, and in, 
the planning activity must be scientifically and 
theoretically assessed. Interesting scientific 
and theoretical statements have been made about 
criteria for goal-directed behaviour, and specifically 
for goal-intended actions, as well as for the theory 
of decisions under certainty, risk and uncertainty, 
and so forth( 22 ). Why should the same not be 
possible for planning concepts? 
Even gre~ter problems are found with the analytic 
theories of norms and values and with the analysis of 
their influence in the planning process. Unfortunately 
philosophers and theorists of science very often tend 
to underestimate the social and political effectiveness 
of value adjustments and reference to them. It is 
imperative that the role of 'image building' <23 ), of 
'believed values' and of the ideological reference to 
such values should be more precisely comprehended. 
New solutions to problems can be obtained from 
different disciplines and methods only if competing 
alternative proposals are systematically examined 
and their weaknesses, faults, contradictions, 
conflicts of objectives, incompatibility, false claims 
of applicability, and so forth, are criticfsed. The 
theory of science can off er for this. task es~ecially 
sharp instruments. 
'. .. -. 
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During the various evolutionary stages of planning 
concepts, controlled attempts to break down and 
disprove a theory can take place. Such disprovals 
can happen either because a better theory has 
emerged, or because logical and methodological 
criticism has been applied, or even because of 
philosophical discussions of criteria. 
In these efforts the theory of science, that alone 
cannot develop planning methods, plays the important 
role of a critical, corrective agent. General 
speculation will never result in acceptable and 
practically applicable methods, but a cooperative 
analysis and criticism of individual problems will! 
In this censoring function should be encompassed not 
only all prerequisites for the improvement of 
planning methods (by analysing the general, 
methodological problems) but this function should also 
offer a constructive help for their solution. It 
should also include new evaluation methods and 
criteria for the construction of the theory. 
Other important problems of the planning process can 
be defined more precisely by the theory of science 
through its analysis. For example, the role of 
different kinds of models for explanation, verification, 
prognoses or individual, conditional projections can 
also be analysed. Up to now the majority of 
planning theorists have adopted· the Popper-Hempel 
thesis( 24 > of the identity of structure of the 
explanation and prognosis, although this thesis has 
had to be given up( 2S). 









projections are based mostly on trends and similar, 
accidental, empirical regularities instead of on 
truly scientific general, natural and social laws 
is lightly dismissed by many optimistic planners 
and futurologists. The scientific and theoretical 
analysis could act here as an especially effective 
corrective agent, even though the theory of science 
has not yet solved the problem of the exact 
definition of natural laws. 
Not ·even one comprehensive, scientific and 
theoretical monograph on rational prognoses could be 
discovered in the enormous amount of literature on 
planning and related subjects. In addition, 
·epistemological analysis of quasi-laws that make up 
the majority of scientific social hypotheses· cannot 
be found in the literature either. 
The above shoul.d suffice to illustrate the necessity 
of methodological and scientific and.theoretical 
investigations into the problems of planning and 
.prognosis. 
Neither a total planning optimism nor a complete 
sceptical avoidance of formalised, organised and 
systematic company planning can represent commendable 
strategies. Methods of medium reliability are 
better than traditional methods of 'laissez-faire'. 
Yet, the aimed-at and systematic use of relatively 
reliable methods presupposes the possibility of 
evaluation of these methods with adequate criteria 
for this evaluation. And this is not possible 
without scientific and theoretical training. 
···.·· :· .. · •' .. 
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· PAR,T IV THE EXTENT AND NATURE OF CORPORATE LONG-RANGE 
PLANNING.PRACTICE IN SOUTH AFRICA 
13. BROAD OESCR!i?T:tbt-:1 OFLONG .... RANGE !'LANNING AMONG SOUTH 
AFRICAN FIRMS 
13.1 Introduction - 'The Present Research - Basic Consi~erations 
Our survey of literature on planning has proved 
~
beyond any doubt that prediction· and planning are 
becoming more important, and that emphasis is now 
. . 
being placed op developing formal, systematic, 
. . . . ' 
integrated planning·. Naturally, the idea of 
planning is still not accepted by some scholars, 
for example, the Swiss e,conomist Bohler, who states 
ca.tegorically 'that in most 
0
firms the so-called 
'long-range' planning is; still a matter of ideology 
rather than reality. (l) 
However, those who criticise and condemn are heavily 
outnumbered by those who are in favour of this 
activit~. At present, as we have already noted, there 
is an enormous· amount of literature on planning and 
this is increasing steadily. This increase seems to 
be in direct.proportion to the quickening tempo of 
social, tech~ical, politic~! and ecological changes. 
The primary problem· for the whole of humanity is 
and will ·be to an ever increasing degree to find a 
way of organising itself efficiently and effectively. 
The solution can and must be found through more 
conscious long-range planniqg~ 
What applies to the whole must per force .apply to any 
0 of its parts, and South Africa is no exception. If 




projections are based mostly on trends and similar, 
accidental, empirical regularities instead of on 
truly scientific general, natural and social laws 
is lightly dismissed by many optimistic planners 
and futurologists. The scientific and theoretical 
analysis could act here as an especially effective 
corrective agent, even though the theory of science 
has not yet solved the problem of the exact 
definition of natural laws. 
Not even one comprehensive, scientific and 
theoretical monograph on rational prognoses could be 
discovered in the enormous amount of literature on 
planning and related subjects. In addition, 
epistemological analysis of quasi-laws that make up 
the majority of scientific social hypotheses cannot 
be found in the literature either. 
The above should suffice to illustrate the necessity 
of methodological and scientific and theoretical 
investigations into the problems of planning and 
prognosis. 
Neither a total planning optimism nor a·complete 
sceptical avoidance of formalised, organised and 
systematic company planning can represent commendable 
strategies. Methods of medium reliability are 
better than traditional methods of 'laissez-faire'. 
Yet, the aimed-at and systematic use of relatively 
reliable methods presupposes the possibility of 
evaluation of these methods with adequate criteria 
for this evaluation. And this is not possible 
without scientific and theoretical training. 
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THE EXTENT AND NATURE OF CORPORATE LONG-RANGE 
PLANNING.PRACTICE IN SOUTH AFRICA 
. I 
13. BRdAb bESCRii?T:tbN OF.LONG ... RANGE PLANNING AMONG SOUTH; 
AFRICAN FIRMS 
13.1 Introduction - 'The Present Research - Basic Considerations 
Our survey of literature on planning has proved _____....._____ 
beyond any doubt that prediction· and planning are 
becoming more important, and that emphasis is now 
being placed or developing formal, systematic, 
integrated planning~ Naturally, the idea of 
planning is still not accepted by some scholars, 
for example, the Swiss ~conomist Bohler, who states 
' . 
categorically'that in most firms the so-called 
'long-range' planning is· still a matter of ideology 
rather than reality. (l) 
However, those who criticise and condemn are heavily 
outnumbered by those who are in favour of this 
activit¥· At present, as we have already noted, there 
is an enormous amount of literature on planning and 
this is increasing steadily. This increase seems to 
be in direct_ proportion to the quickening tempo of 
.social, tech~ical, politic~! and ecological chan,ges. 
The primary problem·for the whole of humanity is 
and will be to an ever increasing degree to find a 
way of organising itself efficiently and effectively. 
The solution can and must be found through more 
' . 
conscious long-range planniqg~ 
What applies to the whole must per force .apply to any 
~ o~ its parts, and South Africa is no exception. If 






{l) How selected South African firms carry out 
formal, long-range planning. 
(2) Whether there are correlations between the 
extent of adoption of formal, long-range 
planning, the length of the planning horizon, 
and other factors such as financial risk, 
opportunity and organisational complexity. 
(3) How diffusion of formal, long-range planning 
takes place among South African firms. 
(4) What changes South African companies inten.J.to 
make in their planning procedures. 
(5) How much planning is necessary in South African 
firms. 
(6) Cost/benefit relationships of. planning in South 
African firms. 
(7) Gaps and inadequacies in the planning process 
of South African firms. 
Several possible approaches were open to us.. We 
were anxious to choose an approach that would give 
us a basis for the formulation of our main hypothesis 
on how South African firms approach, install and 
practice formal, long-range planning. To satisfy 
this requirement, we began our enquiry with a 
broad review of human knowledge and have narrowed it 
to areas of human knowledge particularly relevant to 
business planning. 
From this study of available literature a generally 
applicable conceptual planning model has emerged. 
This indicates that the basic approach to all types 
of business planning carried out overseas is 
essentially the same. The model suggests that the 
- l.G9 -
following steps should be taken 
(a) Planning and organising the planning effort. 
(b) Defining planning premises. 
(c} Determining company objectives. 
(d); Developing policies or guidelines for action. 
(e) Developing implementation plans. 
(f) Coordinating and controlling planning. 
(g) Developing a suitable organisation and staff. 
(h) Reviewing of plans. (2 ) 
13.3 The Formulation of Hypotheses 
The formulation of hypotheses - an essential step to 
any scientifically oriented research - was the next 
step. Richard D. Crisp( 3 ) defines a hypothesis as 
a "tentative theory or supposition set up and 
adopteq provisionally as a basis explaining certain 
facts or relationships, in the further investigation 
of other facts or relationships. It is, theref6re, 
an assertion that something may be true, stated in 
terms that make it amenable to testing". 
These hypotheses have been derived from the 
objectives of our study and their testing is the 
purpose of doing further analysis. (4 ) The research 
findings are then used either to accept or reject the 
hypotheses presented. In this study, the writer has 
used the findings of his review of the literature to 
substantiate a number of assumptions on which the 
presented hypotheses are built. These hypotheses 
are formulated as follows : 
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(1) Major Hypothesis 
The practice of South African firms conforms to 
the conceptual planning model found during our 
study of the literature and outlined in section 
13.2 above. 
(2) Sub-Hypothesis 
Inter-related critical factors that ~the 
adoption of formal, long-range planning and ----------influence the length of planning horizons are 
~
(a) High financial risk or opportunity; and 
(b) Organisational complexity. 
The first broad class may be broken down into factors 
s~ degree of capital intensity, rate of 
technological change and the va:riability of the 
relationship between sales volumes and profits. The 
second broad group can be further subdivided into the 
key factors, s~ size, type of oi::ganisation 
structure and the degree of ve::tical integration. 
If the above hypotheses hold, association between the 
extent of use of formal, long-range planning, the 
length of planning horizons and the above key factors 
should be identified. Thus, one could expect that 
long-range planning would be more fully utilized and 
that planning horizons would tend to be longer in some 
industries tha~ in others. 
13.4 Testing of Hypotheses 
Unfortunately, because our sample has not been 
selected at random, the ava~lable statistical 
.. 
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techniques cannot be applied to prove the suggested 
correlations. We have to be satisfied with compara-
tive statements only. However, similar studies, 
carried out overseas(S) have shown that the correlations 
suggested above are valid. The highest correlation 
has been found between extent of long-range planning 
activities and size and organisational complexity. 
The rate of technological change ranked second, and 
the degree of capital intensity third. The rate of 
variability of turnovers and profits showed very 
little correlation with planning. The correlation 
between long-range planning and vertical integration 
could not be assessed because a practical measure 
for the degree of this integration was not available. 
In.business research, the researcher must devise 
means .of testing the truth, generality, or .even just 
the utility of a hypothesis by whatever methods 
appear "logical". Because a controlled experiment 
was not possible, to test sybhypotheses under (a) and 
(b) in terms of the hypothetical key factors, Table 
SA was compiled. Some difficulties had, however, to 
be overcome. For example, capital intensity can be 
measured in many ways, and the discussion of each 
possible.measure is beyond the scope of this study. 
For this purpose we have used the relationship between 
the net fixed assets (fixed assets at cost less land 
and buildings) and the number of people employed . 
This approach can, however, be used mainly for 
industrial organisations; as far as mining companies 
are concerned, we are unable to obtain the figures of · 
net fixed assets, and use, therefore, the tbtal assets 
as a basis for the measure of capital intensity. Such 
a measure is, however, inappropriate for banks and 
building societies, stores and service firms and so 
• II 
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in these cases only the index of organisational 
complexity was used. 
This is, obviously, a different kind of measure that 
lends itself more to classification than measurement~ 
The size of a firm is an elusive concept. It is 
difficult, for example, to distinguish the different 
structures of organisations in terms of functions and . 
divisions and to avoid these difficulties, we have 
allocated the participating firms to one of the 
following classes 
(1) Single plant 
(2). Multiplant 
(3) Subsidiary of foreign company 
(4) Multinational firm 
(5) Holding company (conglomerate)• 
To show the influence of the degree of technological 
change the participants will be allocated to one of 
the following ranks : high, medium/high,· low, very 
low.. ·Naturally, Giny assessment of the rate of· 
technological change will always be qualitative and 
our ranking used in Table SA should be seen in.this 
light. This table shows quite clearly, however, that 
the firms participating in the survey and claiming to 
practise formal, long-range planning (in whatever 
.form it may be carried out), exhibit one or more of 
the key factors influencing the adoption and practice 
of fqrmal, long-range planning. The combination of 
these key .factors also determines the depth of the 
planning process. 
The assumption for the above analysis is that the 
suggested factors a:re independent of one another, and 
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(b) Whether assumptions about the future are 
quantified and translated into forecasts. 
(c) Whether alternative directions, which the firm 
might follow, are developed and evaluated in the 
light of planning premises. 
3(a) Whether the corporate objective that will most 
profitably exploit identified market opportunities, 
is selected and based on this evaluation. 
(b) Whether principles of action, a general philosophy 
and an overall strategy that will guide and 
control all phases of planning, are stated 
explicitly. 
4. After alternatives have been developed and 
evaluated, how the company chooses the policies 
which best fulfil corporate objectives within 
constraints imposed by the market, the industry 
and the company's own basic premises concerning 
its own character and profile. 
5. After the development and evaluation of 
alternatives 
(a) Whether implementation or operating plans, includ-
ing subsidiary objectives for all functional areas, 
are selected. 
(b) Whether it is ensured that implementation plans 
are consistent with overall planning premises, 
objectives. and policies. 
(c) Whether they are established within the 
capabilities of the firm under study. 
(d) Whether the plans are quantified wherever possible. 
(e) Whether the company specifies derivative policies, 
procedures and rules needed in all pl.anning areas. 
... 
. . ,· 
• .. ;>jlp~ .. ~~.-~'--
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6(a) · Whether completed implementation plans are 
reviewed and coordinated • 
. (b) Whether controls for measuring performance 
against plans are develop~d; whether they are 
in the form of budgets. 
(c) Whether management information systems and other 
scientific decision-making tools are used in 
developing plans and their control systems. 
7(a) Whether suitable organisation and staff are 
developed.· 
(b) Whether adequate administrative procedures are 
est.ablished to implement the plan. 
8. Whether the plan is reviewed, adjusted or 
refined periodically. 
9. How South African firms intend coping with future 
changes. 
It may be obj~cted that our questionnaire was too long 
(55 questions) and difficult. To.this possible 
criticism we answer that we set out to establish the 
extent of the use .of formali.sed, systematic long-range 
·planning, and not of a simple activity, such as 
budgetary control. It may be assumed that the 
planning experts in the South African companies 
practising formalised ~ong-range planning ~ould be 
familiar with the 'technical' terminology· of our 
questionnaire. 
; . \· 
use of the questionnaire made it possible to obtain 
information on and insight into the scope, aims and 
future.trends of long-range planning as practised by 
lea~ing South African.firms• The following ~xcerpt 




The companies have been selected at random within 
each group of the Bierman's Financial Yearbook 1973 
classification which is shown below with the number of 
companies selected in each group 












The details of this profile are shown in Table 1. 
However, because the above sample includes eight 
conglomerates, representing 508 wholly-owned 
subsidiaries with 159 branches, six partly-owned 
subsidiaries and 55 associated firms, spread 
geographically throughout the Republic, the total 
number of firms covered by our survey is actually very 
much higher, and the percentage of replying firms 
would, in reality, also be much higher than that 
shown in our tables. 
This situation has forced one supplementary issue into 
our study, and that is to illustrate how these 
organisationally highly complex conglomerates - whose 
activities cover the whole spectrum of the ·economic 
activity - carry out the planning process. A case 
study of one selected conglomerate will, therefore, 
be included in our work, though separately reported 
and not covered in this thesis. 
The sample is obviously biased towards larger companies 
. " 
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but it will, hopefully, increase rather than decrease 
the value of the study. Naturally, the chances of 
finding a formalised, long-range planning system 
practised by larger firms are greater than in the case 
of smaller companies. We should, however, bear in 
mind that although the sample selection adds to, rather 
than detracts from, the value of our study, all statis-
tical references relate only to the firms survey.ea 
and not to organised planning in the whole of South 
Africa. General conclusions drawn from the findings 
must, therefore, be seen in this light. 
About 20% of the selected sample operate internationally. 
Annual turnovers of participating firms range from 
RlSO 000 to R416 million and the number of people 
employed by these firms varies from 15 to 107 000, as 
shown in Table 2. 
13.7 Definition of South African 'Planning Company' 
The reply of 'yes' to our question, 'Does your company 
have a formal planning sequence?', was the basis for 
classifying some firms as 'Planning Companies'. 
'Non-Planning' firms are those that have answered this 
question in the negative. Companies that did not 
give any indication on their planning activities are 
classified as 'Other than Planning'. 
The companies were then separated into 'Corporate 
(long-range) Planning' and 'Planning' firms. The 
criterion used for this division was, in the former 
group, a planning horizon of at least three years, 
and, in the latter subset, one year planning period. 
·, ;.\ ,',(,; 
.. i 
'.• .. ·.· ... 
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13.8 Other Considerations 
Other subhypotheses could be formulated; for example, 
that other factors such as misconceptions, today's 
pressures, informal leaders' pressure and management 
style, may influence a firm's planning activity. Indeed, 
these influences may even seriously impede its develop-
ment. In this connection, one question arises : To 
what extent were South African firms prevented from 
introducing organised and formalised planning because 
of these factors? 
Initially, we considered covering the aspects discussed 
above in our research, but questions aimed at 
elucidating them, however subtly they may be phrased, 
are seldom answered objectively. A far more elaborate 
research method would have to be used to obtain 
answers of value. 
Without any doubt, the most important factor in the 
firm's operation, is the attitude and approach of the 
chief executive. Naturally the style of management 
is also determined by other £actors such as economic 
environment, technology, historical tradition; norms 
of a specific culture, and so forth. 
In South Africa important influences on management 
emanate from the different cultural and historic 
backgrounds of Afrikaans and English speaking sectors. 
We believe that specific styles of management have 
indeed developed among South African firms, dictated 
by these historical, cultural, linguistic and social 
factors. 
A detailed study in this respect would be most 
interesting but it is beyond the scope of this o/:Ork. 
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13.9 Some Clarifications 
Our questionnaire was constructed to give answers 
describing the following aspects of the planning 
process practised by South African firms : 
(1) Organisation of planning efforts; 
(2) General aims, philosophy and policies relating 
to the planning process; 
(3) Creative generation of ideas for alternative 
actions; 
(4) Decision-making and establishment of specific 
plans; and 
(5) Coordination, implementation and control of these 
plans. 
Answers received have been analysed and findings 
formulated to highlight the manner in which South 
African companies carry out these planning steps. 
However, as our survey covers long-range planning 
among South African firms on a nation-wide basis, a 
bewildering mass of data has to be digested and 
presented to of fer profiles of significant features 
only. Our hypotheses are then tested against these 
findings. 
We have formulated our findings by analys.ing answers to 
and comments on each question of our questionnaire. 
To facilitate a comparative analysis each question has 
been pref aced by our findings on how the particular 
planning step is carried out overseas. Although 
details have been kept to a minimum, the reader's 
patience will be, obviously, taxed. 
• 
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Every section will include a summary of significant 
differences and similarities between planning methods 
of various groups of the sample. Finally, we will 
supplement this approach with a description of how all 
these planning steps, as set out sequentially in our 
questionnaire, are carried out by one selected South 
African company. 
We will also discuss the world trends in long-range 
planning (section 27) and the gaps and shortcomings 
of present practices and problems in ·1ong-range 
planning faced by South African firms (in section 28). 
Companies completing the questionnaire have, in most 
cases, recognised the necessity and importance< of 
long-range planning in their letters accompanying the 
questionnaire, but, obv.iously, the acceptance of this 
function is affirmed with many qualifications. 
As the Chairman of a printing and_publishing group 
says: " ••. The question of _long-range planning is 
only now getting attention mainly taking form of 
planning discussions between various members of top 
management which does on occasions lead to surveys by 
certain staff members of specific aspects of the 
problem." 
·And from the chief executive of a beverage company : 
" .•. As general information, however, we wish to 
advise that we are most definitely engaged in short-, 
medium- and long-term planning in a11·our financial 
departments and these plans are regularly revised to 
determine whether internal and/or environmental changes 
require adaptation. • • • We further regard the proper 
·· ... - - _.:: ___ ·---~ -~ 
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in achieving this. As a Management Philosophy we 
believe in this maximum flexibility." 
Naturally, all answers received were not enthusiastic 
about formal long-range planning, and some were not 
even positively disposed towards this new management 
technique, as the following extract clearly illustrates 
"We cannot employ a planning officer nor do we develop 
a strategy on a formal basis. It is the function of 
our chief executive with the assistance of his 
executive directors to formulate the overall strategy, 
and be it informal, the relevant factors are taken 
into consideration. Also certain facts which affect 
the formulation of the overall strategy, have to be 
supported by formal and detailed investigation. In 
certain instances, certain aspects of the overall 
company strategy and policy may be committed to 
paper, where this is called for whether because of the 
complexity of the concepts involved or because it is 
desirable to have them on record for future reference." 
(A paper and pulp company) 
13.10 Response to Questionnaire 
Tables 3 and 3A show that of 340 companies to which 
the questionnaire was sent, 176 firms, or 51% of the 
sample, replied either· through completing our 
questionnaire, or explained their reasons for not 
doing so. 81 Companies completed the questionnaire, 
which represents 23,8% of the total sample and 46,4% 
of all replying firms. However, the overa~l coverage 
of replying firms is much higher as explained in 
section 13.6. 
Reasons for not completing the questionnaire are also 
\, ~· < •• 
"'·~--
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According to supplementary information, South African 
oil companies have introduced some form of formalised 
planning since the end of World War II (1946-1950). 
Table 4 cannot, for these reasons, be accurate though 
it would appear from the analysis of responses 
received that what could be called 'organised, 
systematic and formalised company planning' has been 
increasingly introduced by South African firms since 
1967. The last date indicated by respondents is 1972. 
In 1973 (see Table 35) four companies intended to 
introduce formal long-range planning, while twenty 
firms intended to improve their existing planning 
systems. 
13.11 Planning Horizons (Section A of the Questionnaire) 
··:'" 
According to our expianatory note outlined in 
section 13.7, a 'Long-Range Planning' company qualifies 
as such if it has a formal planning sequence covering 
at least three years. Interpreted in this way, the 
am~wers to our specific question indicate that amon_g 
the 81 companies (out of 176 responding firms) that 
completed the questionnaire (2 firms only partly 
completed the questionnaire), only 68 firms would 
qualify as practising long-range planning. 11 Firms 
practice planning with a planning horizon of 1 year 
only.- 36 Companies qualify as 'non-planning' having 
declared that.they do not carry out any planning 
activity, while 61 firms did not indicate the extent of 




This analysis can be summed up as follows 
From 176 responding firms 100% 
68 practice long-range planning 38,6% 
11 plan one year ahead only 6,2% 
36 do not plan at all 20,0% 
61 did not indicate their activity 35,2% 
Most South African companies interpret the term 'long-
range' as involving anything from three years or more, 
although some of them interpret the two-three years 
planning horizon as 'medium-range' and a few firms 
consider any planning of three years ahead as 'short-
term' in nature. 
Not surprisingly, some South African mining companies 
regard planning up to five years as 'medium-range' 
planning whereas for other firms in the same group it 
means 'long-term' planning. 
In one diamonq company, a five-year planning cycle 
is referred to as 'operations', an eight- to ten-year 
cycle as 'development' and more than 20 years as 'ore 
development planning'. Another diamond mining 
company divides its planning horizon into one-to-two 
years as 'short-term', five years as 'medium-term' 
and fifteen as 'long-term'. The only gold mining 
company participating in our survey seems to indicate 
in its reply that its planning horizon is equated to 
the mine's life cycle - without specifying this term. 
·A manganese mining company plans for one year ahead 
only. 
One financial mining house answers as follows 
. ,..•·. 
. ·. ·. 
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" .•. You have to realise that .•. we have 
investments 1n numerous as well as often unrelated 
industrial activities. In the fact that they are 
investment companies, they do not, therefore, have 
formal long-range plans of the kind covered in your 
questionnaire." 
This is a very large firm indeed, and yet, they do not 
seem to understand the meaning of long-range planning. 
For some firms of the hotel industry group, three 
years planning period also means 'short-term' planning. 
The majority of firms of the building and allied 
industries group consider the term of five year period 
as medium planning horizon. 
The chemical industry's terms are eight to ten years 
for long-range planning, three to five years for 
medium-range planning and one year for short-term 
planning. 
Among the firms of the group of clothing and knitwear 
industries, one defines four years as long-term 
planning; this seems to be the length of the life 
cycle of a fashion. 
The information available on the footwear and leather 
sector would indicate that the members of this group 
plan only one year ahead, and this in terms of output 
and profits only. 
The same approach seems to be applied by some members 
of the furniture and domestic appliances industry; 
.. . : , .. 
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however, one member of this group plans for five 
years and considers this term as long-range in 
character. 
In the category of firms composing the group of 
'iron, steel, engineering and electrical', different 
interpretations of the length of the planning horizon 
are obviously inevitable. Terms of two to five years 
are considered short- as well as long-term in 
character, whereas some firms consider this term 
as medium. 
The firms of the 'motor and transport' group have 
seemingly adopted the same interpretation. Terms vary 
from thre~ to five years as short- or long-term, and a 
ten year term is long-term, but the majority of firms 
in this group plan only one to two years ahead and 
very often planning is confused with budgeting. 
The 'paper, pulp, packaging, containers and timber' 
group naturally show widely ranging approaches depending 
on the firm's specialisation. The paper and pulp 
firms' planning horizons cover from six months to 
ten years and they consider the period of five years 
and more as long-term in character and one year as 
short-term planning. For a company producing metal 
closures a term of five years is a medium-term 
planning horizon, while a company manufacturing metal 
containers has had an annual form of budgeting that 
has functioned since the 1930's and a four year plan, 
termed as medium-range, since 1970. 
The groups of the pharmaceutical and medical industry, 
textiles, carpets, blankets and yarns, and retailers 
and wholesalers do not seem to be interested in any 
· kind of planning. 
.\ 
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Finally, for South African oil companies, the five 
year term can be interpreted as either a short-, 
medium- or long-term planning horizon. There is no 
uniformity in their approach to the planning period 
problem. It may depend on the prevailing economic, 
political and international factors that they may be 
facing at the time. 
As far as the term 'short-term' is concerned, the 
majority of companies surveyed take it to mean planning 
for one year ahead·, and usually identify this kind of 
planning with annual budgets. Tha main emphasis 
seems to be on operating figures rather than on plans. 
To what extent do our findings above confirm our 
subhypotheses that specific conditions, such as 
financial risk or opportunities and organisational 
complexity, influence the introduction of formal, 
long-range planning, and the length of the planning 
period? The assumptions of the influence of these 
key factors on the length of the planning horizon 
will be discussed below. Their influence on the 
introduction of formal, long-range planning will be 
tested later. 
Banks, mining companies, financial houses with 
industrial investments, industrial organisations such 
as firms beloriging to the groups of bevera~es and 
hotels, building and allied industries, chemical 
firms, iron, steel, engineering and electrical firms, 
motor and transport industries, printing and publishing 
firms, stores as well as the sugar industry and 
match manufacturers, show a general tendency towards 
a planning horizon of from two to five years. Only 
a small minority of these industries plan for only one 
year ahea,a. 
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The key factor influencing the above pattern seems 
to be the same as overseas, namely the degree of 
organisational complexity brought about by the size, 
structure and type of these firms, and, in the 
chemical industry, to some extent, the rate of 
technological changes. However, in the case of banks, 
building societies and financial houses, the 
financial risk and opportunity are undoubtedly the 
major influence , with organisational complexity 
coming a close second. 
As far as mining companies are concerned, financial 
interests may again be compelling factors, especially 
for diamond mines; the coal mines a~e most probably 
members of some holding companies or conglomerates, 
and have adopted long-range planning on instructions 
received from their headquarters. 
In some industrial organisations, both the capital 
intensity and the rate of technological change may 
also be exercising their influence. It is, however, 
very difficult to isolate, for example, the rate of. 
technological change in individual cases, because 
technological change is subject to subjective 
evaluation and different experts would arrive at 
different ranking. What for one expert may be a 
medium/high rate, may be a low degree ranking for 
others, and vJ:ce versa. 
On the other hand, sectors such as clothing and 
knitwear, ·footwear and leather, furniture and house-
hold appliances, and a small number of iron, steel, 
engineering and electrical firms plan for only one 
year ahead. We interpret this to be due to their 
small . size and lack of organisational·· complexity. 
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The fishing, food, footwear and leather, pharmaceutical 
and medical, textile, carpet, blanket and yarn 
industries, do not seem to be interested in long-range 
planning. The reason foi this lack of interest may 
well be the lack of respective managerial skills, the 
lack of organisational complexity, low degree of 
capital intensity and low rate of technological change. 
Some of these groups when replying to our questionnaire 
have, however, indicated that they anticipate 
introducing formal planning in the near future. 
13.12 Formality in Planning 
A formal approach to planning requires that all 
assumptions upon which the plan is based, and all 
specific policies essential to the'plan's success 
are written down and included in the final plan. 
To present forecasts and budgets as the final plan 
cannot be taken for long-range planning activity. 
A written struct.ure of planning assumptions permits 
managers throughout the organisation to make decisions 
which are in line with objectives at the highest level. 
To what extent the necessity of such formality is 
understood by Soutp African firms is evidenced by 
Table 6. Of the 81 companies that.have completed 
the questionnaire, 86,7% or 70 firms produce their 
final plans in written form, while a small minority 
of firms seem still to fail to understand the 
importance of written plans. 
13.13 Staff and Line Involvement in Planning 
In developing plans, there is an obvious need for 




However, in seeking the_se benefits through 
assigning planning tasks to staff specialists only, 
certain losses will most probably be incurred as far 
as the impiementation and control of plans are 
concerned. .If the responsibility for planning is 
removed from the line management, how can it be 
made responsible for results? If plans fail, are 
the staff specialists .or the line management blamed? 
Some compromise must, therefore, be found by providing 
the specialists with assistance and leaving the 
ultimate decisions on planning premises to the line 
management who must get the results. 
Measured against this normative background, how 
is this critical problem solved by South· African 
firms? Table 7 illustrates the different approaches 
selected by South African firms in their. effort to 
obtain the maximum· . efficiency and effectiveness in 
their planning efforts. The majority of them (44. 
of the 79 firms that have fully completed the 
questionnaire) seem to prefer the compromising solution 
- the staff and line cooperation in the elaboration of 
their corporate plans. In only two cases is the 
planning function carried out by the board of 
directors advised by senior executives. In thirteen 
firms the planning bu~den is placed solely on staff 
and in another thirteen companies planning is a 
wholly line function. 
On an inter-industry comparative basis, industrial 
organisations seem to favour th~ combined line and 
staff approach to planning. The same attitude is 
adopted by the motor and transport sector and by the 
stores. The mining industry also favour this approach. 
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Sector 
Iron, Steel, Engineering 
& Electrical 
Motor & Transport 
Paper, Pulp, Packaging 
& Containers & Timber 
































Capital intensity, financial risk and opportunity and 
organisational complexity are again the motivating 
factors behind the installation of such units, with 
organisational complexity ranking as the most 
powerful influence • 
. Given below is the frequency distribution of the 
number of people employed in these units : 





















An oil company holds the record of 26 people employed 
in its long-range planning unit, followed by a retail 
chain with 8 people, a diamond mining company with 7 
people, one engineering firm with 6 people, a paper 
firm with 6 people and an oil company with 6 people. 
The average number of people employed by a long~range . 
unit is 3 people. 
'".:· .' \:;-, 
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The numbers of employees per planning unit indicated 
above, are considered by companies involved as 
sufficient to carry out efficiently the planning tasks 
or other assigned activities. 
Although no detailed analysis has been carried out, 
the above summary provides several possible reasons 
for the present characteristics of long-range planning 
groups. It is apparent that technology and 
organisational complexity has an impact on the structure 
of planning groups, as found in our sample, where units 
with more than four people belong in the diamond 
mining, paper and pulp, motor and transport, engineering, 
oil and tobacco industries. 
13.15 Designation of Long-Range Planning Units and Their Heads 
Long....;Range planning units obviously have a variety of 
names and, accordingly, those who. head them will. have 
a variety of titles. Here are examples of both : 
Names of Long-Range Planning Units 
Planning Department 
Corporate Planning Divisions 
Mine Planning Department 
Study Department 
Group Planning Unit 
Corporate Planning Department 
Forward Corporate Planning Group 
Group Finances Manager's Department 
Group Management Planning Qn!t 
Physical Planning Section 
Marketing Planning Section 
Management Committee 
Corporate Planner's Office 
Planning Advisory Committee 
Group Strategic Planning 
Group Strategy Planning Team 
Planning and Supply Department 
.... •:, 
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Names such as Mine Planning Department, Study Depart-
ment, Physical Planning Section and Planning and 
Supply Department are used by South African mining 
companies. As far as the other names used for 
planning units are concerned, we have failed to 
establish any kind of correspondence between the name 
used and the industrial characteristics of the firm 
using the name. 
Titles of Heads of Long-Range Planning Units 
General Manager Planning 
Manager Planning 
Section Manager Study 
Group Planning Manager 
Corporate Planner 
Group Planning Officer 
Planning and Supply Director 
Group Planning Manager 
Group Planner 
General Executive 
Group Finance Manager 
General Manager of Management Planning Unit 
Manager Corporate Planning 
Head of Corporate Planning 
Group Management.Accountant 
Deputy Managing Director 
Group Planning Executive 
Group Manager Planning 
Only three of the heads of South African long-range 
planning units hold the rank of assistant managing 
director or general manager or managing director. 
Most of these planning units report to one of the 
following executives in their respective companies 
Chairman of the Board 





(", .. . . : , . 
. ,• 
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Head of Finance, Planning and Control 
Manager Investment 
Financial Manager 
In many companies the initial thrust for long-range 
planning arises from the financial group in the 
company, and often the role of the company's planner 
is combined with that of accountant, financial 
manager or director. However, as pointed out 
in the following section, the status of the 
long-range planning function will be influenced by 
the status of the individual placed in charge of the 
planning unit. His background will be one of the 
most important factors in determining his importance 
as well as his influence on other members of the 
organisation. Let us analyse this aspect. 
13.16 South African Planners' Backgrounds (Section C of 
the Questionnaire) 
The information below highlights the basic 
disciplines or training of the thirty-two professional 









Engineering & M.B.A. 
Economics, Law & M.B.A. 

























' . . ·:· ''· 
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By "professional planner" is meant the executive who 
is in charge of practical planning in an organisation. 
Most of the planners have had a varied experience in 
a number of different functions. 
Although the information above seems to reflect a wide 
variety of backgrounds, planners with economics and 
accounting/finance backgrounds represent 66,6% of the 
total. More than one-half of this group are financial 
experts. This fact is firstly a reflection of the 
evolution of planning from budgeting .and secondly 
because of the fact that in a number of companies 
planning was organised and controlled for various 
reasons by those in the accounting section. This is 
due mainly to confusion about the nature of the 
planning activity, which, for many executives even 
now, means primarily figures. This stems from the 
misconception that, because all plans must be 
expressed or translated in figures, the accountant, 
financial manager or secretary is the most logical 
choice. Very few chief executives realise that the 
talents and attitudes of these specialists are alma.st 
the opposite to those required in a professional 
.planner, as shown in our previous analysis (see section 
11. 3) • 
In this context it is interesting to note that British 
companies with inany years of experience in. long-range 
planning, feel that it is psychologically disastrous 
to place planning under the control of the financial 
section·. They find that accountants tend to be rather 
narrow in their approach to planning because they are 
·used to black and white, and are unable to deal with 
uncertainty; they look at figures but are unable to 
look behind them. (G) . 
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As far as the status.of planners is concerned, there 
are two possible ways of measuring it; either by 
their salaries or by their reporting relationship. 
We consider the second approach to be more objective 
because salary probably does not have too much to do 
with the status of planning. In many cases it may 
merely result from personal relationships. Prima 
facie, reporting directly to the chief executive 
would mean a higher status than.report~ng, for 
example, ~o a financial director or manager and this 
interpretation would imply that South African planners 
who do not directly report to the chief executive or 
the board of directors are unlikely to have sufficient 
standing within the organisation. 
Our analysis showed that 32 companies had formal 
planning departments and that 20 planners reported 
directly to the chief executive or board of directors, 
while only 12 planners reported to the financial 
directors or managers. To what extent the firms of 
the first group are more effective in their planning 
function could not be ascertained, but if American 
and British findings are valid for the S6uth African 
situation, then this group of companies should be far 
more effective. 
13.17 Planning Stimuli (Section D of the Questionnaire) 
As shown in Table 9, the emphasis on the importance of 
the planning function differs among South African 
companies, though the majority considers planning 
necessary for a number of reasons. Their reasons for 
the introduction of formalised planning by them .do 
not necessitate any comments, but one thing comes out 
clearly. Had planning not satisfied a need, its 
iritiodµctiop 'and its <levelopment,. would ne,ver have, taken 
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place. Planning, being both a philosophy and a style 
of management, requires a certain disciplined approach 
which may not be in line with the company's tradition 
or the chief executive's particular philosophy. 
Some companies have. introduced formal planning in 
response to a combination of needs, the timing and 
extent of acceptance being influenced by a company's 
origin and environmental conditions. This may well 
have been the case in the majority of international 
companies operating in South Africa, which need to 
conform with the objectives of their foreign parent 
companies. 
However, the most explicit reasons stated in Table 9 
are the shortest ones, such as 'to develop planned 
growth'·, 'lack of profit growth' and 'necessity'~ 
Though not fully explaining the reasons for introducing 
formalised planning; they do, nevertheless, say quite 
clearly that, owing to some forces in the firm's 
environment; further growth or increased profits were 
impossible without formal planning. The other reasons 
advanced merely paraphrase the same basic need which is 
to take cognisance of the environment, find the 
opportunities available in it, assess strengths and 
weaknesses and manage resources so as to fully exploit 
these opportunities. 
We have found no difficulty in relating our analysis 
of reasons given to us by our respondents to our 
hypotheses postulated in section 13.3. As a matter 
of interest we c1assify and relate some of these 
reasons below : 
! 
' 
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- 204 -
Group as a whole and individual companies and 
businesses towards the attairiirient of their agreed 
objectives; (d) To assist the Chief Executive in 
maintaining a balanced Group portfolio of businesses 
and in the best allocation of Group resources." 
The following example taken from the reply of a firm 
specialising in mining equipment is in the form of 
the following simple statement : "The answer to this 
question could be summarised as follows : to assist 
corporate management with strategic planning and to 
coordinate operational ·planning systems." 
A large manufacturer of mot;.orvehicles describes· this· 
function as : "setting out planning for varic>Us 
. . 
periods concerning marketing, creation· of physical 
facilities, capital requirement and detailed planning 
of the introduction of new models." 
A pulp and pape·r manufacturer offers the following 
description : 11 ••• coordinates short-term planning, 
initiates long-term plans and directs operations and 
market research to assil!'t the company in an efficient 
and orderly programme of planning and expansion." 
compare this description with that of a manufacturer 
of metal containers : "To compile and monitor plans."; 
and with one in a similar vein of ·a manufacturer of 
plastic ware "To control.". 
A large chain store firm specialising in distribution 
of books, stationery., magazines ,·and newspapers states 
that the present function of the long-range planning 
unit is.· as follows : "The unit works. with line 
man~gement''' 1n moni t~r:i.ng for~6a~.t::·\::h·a~ge~:; : . flnariciai .:: ... 
. ·analysis of operating results; .:·;.ensuring R.OI and .ROAE 
• ' ~1, ... 
. . ~· . t ... 
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(c) helping individual units in the planning process 
as required; and 
(d) coordinating all plans and maintaining consistency 
according to the company's objectives. 
Several companies also assign to their planning units 
some other unusual duties which are outside the purely 
planning activity. In one case, the planning unit is 
responsible for supplying financial information, and 
one planning unit carries out preliminary investigations 
for acquisitions and mergers. 
13.19 How Planning is Accomplished by Those South African 
Firms Who Have Not Set Up Planning Units (Section F 
of the Questionnaire) 
Out of 79 planning companies, 47 do not have special 
planning units and in these firms one naturally finds 
various approaches to the planning function. In some 
firms, key executives do the planning, helped as 
far as information is concerned, by other departments 
such as marketing, production or finance. The 
following examples illustrate clearly the various 
approaches. 
One large international bank had introduced Management 
by Objectives in 1969 and annual planning and budgetat,:Y 
control shortly thereafter. They are now in the 
process of linking these activities to a five-year plan. 
For a coal mining company, long-term planning means 
thinking of mining layouts for the next five years at 
the planned leve,l of production. Financial planning 
is undertaken for the same period, but is not detailed, 





A diamond mining company describes its planning 
activities as follows : "Long-range planning is done 
within the various departments and coordinated by the 
assistant general manager." 
In a gold, uranium and pyrite mining company, long-
range planning is accomplished by means of an informal 
_committee consisting of ·departmental heads who meet 
periodically as requested.by management to revise 
planning (if necessary), and consider requirements 
for the next annual formal review. 
A holding company, owning a number of _reasonably small 
subsidiary companies in the industrial field, has a ... 
policy which allows. management .of subsidiaries to 
operate and develop . their own pi ans· wi th:in· certain 
· overall financial .and op~rating constraints: These 
subsidiaries are not large enough to-warrant separate 
planning departments, and group planning, ~s ~uch, is 
not done by a separate department• ·The growth of the 
group is achieved· both by internal growth within 
subsidiaries and acquisitions which are planned by the 
holding company. 
Long-range planning ·in a life assurance concern is 
described as relating mainly to their marketing · 
operations. However, the firm is about to reorganise 
its planning function. 
A larger firm belonging to the group of beverages and 
hotels, reports that they are engaged in short-, 
medium- and long-term planning in all their functional 
departments.and that these plans are regularly revised 
to determine wh~ther internal and/or environmental 
changes necessit~te adjustments of_ their plans • 





A large group of motor vehicle retailers uses budget 
committees in its subsidiaries and, at the moment, 
plans only one year ahead. However, they intend to 
introduce a five-year plan once budgetary control 
functions satisfactorily. 
The following case illustrates the approach to long-
range planning by a large motor vehicle manufacturer 
"The corporate long-range objective is developed by the 
company within the constraints of the parent company's 
overall group planning. This becomes the basis for 
our company's objectives and planning of the individual 
segments of the organisation, e.g. sales, production, 
finance, etc. These plans are coordinated by the 
Executive Committee of the Board." 
A manufacturer of paper and board, which also distributes 
printing machines and sundries, reports : "In a 
manufacturing organisation where plant is a vital 
consideration, long-range planning is essential. We 
find our planning must encompass little more than the 
creation of new branches and the provision of suitable 
buildings. Of the need for this we have ample warning 
and plan accordingly on an ad hoc basis . II 
A printing and publicity organisation approaches its 
long-range planning in the following manner : "The 
Managing Director heads up Corporate Planning with 
advice and assistance from the Executive Board and 
both line and staff specialists in Technical Planning 
on a continuous staff relationship basis, and Managers 
of Publications and Service Departments on a day-to-
day basis." 
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The result of long-range planning efforts in a large 
retail chain, specialising in family clothing and 
food, is a "Senior Manag.ement Plan" coordinated by 
the Board of Directors. 
A company engaged in the manufacture of aluminium 
holloware and pressure cookers accomplishes its long-
range planning as part of its annual budgeting. The 
Chief Executive makes projections covering five years 
of sales and profits. A similar firm sets monthly, 
yearly and five-year targets during regular meetings 
of its four Executive Directors. 
A company offering engineering, procurement and 
construction services, selling mining and chemical 
plants and distributing industrial goods uses a 
Senior Executive Committee to do its long~range planning. 
A large engineering concern bases its long-range 
planning, in the first instance, on market research and 
forecasts. The Top Management then examines the 
suitability of existing plant and equipment for 
potential expansion in existing lines and also studies 
the potential for new products. Appropriate recommend-
ations are then made to the Board of Directors. 
A firm specialising in industrial porcelain ware, 
refractories and similar products reports as follows 
"We use budgeting techniques and over the past few years 
we have achieved a considerable degree of sophistication 
and success with this form of planning and control. We 
are now at the stage where we must think longer terms 
is possible, and tentative discussions have been held 
among senior administrative management regarding the 
setting of a corporate planning division." 
·(, 
'~ .· . 
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As the above report indicates, this company was 
more involved in short-term planning and control than 
in developing long-term plans. All planning has been 
carried out by its financial administration staff in 
conjunction with the managing directors, the Board and 
also outside consultants, such as merchant banks. 
A company producing bolts, nuts, rivets and similar 
items,approaches its long-range planning by means of 
the following steps : "(1) Formulation of assumptions 
and objectives; (2) Sales forecast; (3) Comparison 
of demand with plant capacity; (4) Determination of 
capital requirements; (5) Elaboration of detailed 
budgets; (6) Determination of specific objectives." 
Another major chain store, retailing clothing and 
jewellery, has a Group Financial Department (under 
the control of the Operational Finance Director) 
responsible for_ the following planning activity 
covering 1 - 3 year planning period : (1) Financial 
Planning; (2) Coordination of Budgeting; (3) Evalu-
ation of results; (4) Evaluation of budgets; 
(5) Evaluation of controls; (6) Projection of long-
range profitability; (7) Reporting to the Board of 
Directors. 
The following report illustrates the approach to long-
range planning by a company farming about 11 000 ha on 
the Natal South Coast and having two suga~ mills 
"From a planning standpoint, the company looks very 
largely to the Sou.th African Sugar Association, which 
has a Planning and Development Committee comprised of 
sugar millers and cane growers, and which is responsible 
for long-range planning within the South African sugar 
industry. This committee n~t only projects estimated 
market requirements and production potent,ial in the 
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short-to-medium term but has also undertaken 
extensive studies into the long-term outlook for 
increasing sugar production in the country. Our 
planning function as a company is, therefore,somewhat 
of a secondary nature. As the marketing function is 
handled by the industry's agents in the domestic market 
and by the South African Sugar Association in the 
export market their long-range estimates of demand for 
sugar is monitored and related to production potential 
of the S.A.S.A. Planning and Development Committee." 
13.20 Planning Committees 
A small number of companies (eight in all) without 
long-range planning stafm have assigned planning 
responsibility to their Executive or Management 
Committees. 
Some of these Committees prepare the plans, which are 
then reviewed and revised by senior officers, including 
the chief executive with the final approval by the 
Board of Directors. 
In the above instances, their activities are directed 
towards the accumulation of information and assignment 
of special study groups to identify and organise 
available data in the operations of the firm and its 
position in its industry. 
The use of planning committees does not seem to be 
limited to some specific industries and the summary 
below shows that this planning approach is fairly 




l Building Society - Management Committee 
l Firm of the building and allied industries sector -
Advisory Committee of the Chief Executive 
1 Car manufacturing firm - the Executive Conunittee of 
the Board 
l Motor and transport firm - Board Finance Sub-Conunittee 
1 Metal closures and plastic ware manufacturer -
Management Conunittee 
l Publishing and printing company - Planning Advisory. 
Committee 
l Firm of the tobacco and match sector - Group Strategy 
Planning Team 
The use of committees can mean, however, one of two 
things : 
(1) Either the firms using this approach attempt to 
achieve a greater participation in the planning 
process by all senior managers involved; or 
{2) They may not consider planning as a continuing 
activity requiring a specialist unit but rather 
as irregular ad hoc activity. 
13.21 Use of Outside Consultants 
Only two participating firms reported using outside 
consultants. Both firms use consultants in an 
advisory capacity and they were not involved in the 
planning process itself. The first firm, a large 
retail chain, used a firm of management consultants, 
and introduced long-range planning as a result. The 
second firm, a large industrial company manufacturing 
refractories, glazed bricks and tiles and industrial 
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and electrical porcelain ware, consulted a merchant 
bank to obtain some advice on planning. 
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14. HOW PLANNING EFFORTS ARE PLANNED AND ORGANISED BY SOUTH 
AFRICAN FIRMS 
14.1 Involvement of the Chief Executive 
The first stage of our analysis of South African 
planning companies has given us an insight into their 
characteristics, and into the function and composition 
of their special planning units. It has also 
illustrated different approaches to formal, long-range 
planning by South African firms that do not have ;/7 
special planning units or departments. The formulated 7t 
subhypotheses have also been tested and found valid. ' · 
The second stage will cover the individual planning 
steps practiced by South African planning companies, 
and the findings will be tested against our main 
hypothesis, based on our survey of literature, which 
has resulted in the following conclusion, namely that 
business planning situations may be diverse, and may 
vary according to the size, complexity and kind of 
the firm being planned for, the managerial level at 
which planning is carried out, and the kind of plans 
being developed. 
The individual planning steps have been summarised in 
section 13.2. The first step involves planning and 
organising of planning efforts and within its context, 
the first question concerns the involvement of the 
chief executive in the planning process. The analysis 
of answers received reveals that in 58 of the 79 firms 
that have completed the questionnaire, the chief 
executives coordinate the planning efforts and attempt 
to overcome any managerial resistance by issuing a 
statement to everybody concerned explaining what the 
planning effort is to accomplish and what uses the plan 
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will serve. These firms also report that the chief 
executives give support to line management and obtain 
from line managers their suggestions and proposals. 
Thus they ensure effective commitment to the planning 
process. These answers clearly indicate the fact 
that the chief executives realise fully that without 
their personal involvement and interest there cannot be 
successful planning. Only in this way can they create 
a climate that is favourable to planning by developing 
the enthusiasm of line managers and guaranteeing 
acceptance of planning. 
Of the 79 participating firms, 22 firms, or 27,8%, 
do not observe this rule. Three firms did not reply 
to this question.Do the characteristics of specific 
industries favour the chief executives' involvement 
in some firms rather than in others? The answer is, 
"no", because these firms belong to a wide variety of 
industrial groups. Analysed individually, the main 
reason for not giving an answer to this question is 
due most probably to small sizes and specific 
authoritarian management styles. The three firms 
that did not reply to the question are small in size 
and interpret planning as budgeting. 
14.2 Staff Assistance and Facilities 
Adequate planning by line managers can take place only 
if it is facilitated, supported, coordinated and 
encouraged by top management. The extent of staff 
assistance and the range of facilities employed 
depends necessarily on the organisational complexity 
(size, ·type and degree of vertical integration) and on 
the technological status of the firm. 
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To illustrate the varying character of assistance 
and facilities, we shall offer examples of how 
different firms approach the first planning step, and 
then pass comments on possible industrial similarities 
or differences. 
One bank reports that its planning department staff 
assist all other departments in the development of 
plans. Another bank states : "Planning commences in 
our organisation with a .~detailed research which, 
together with a variety of other information, is 
digested and made available to line." 
In one coal mining company staff assistance and 
facilities are provided in the form of specialised 




Co~ this case with the staff assistance and 
facilities offered by a diamond mine which makes 
available to line managers : (1) Computer services -
EDP; (2) Accounting and cost information; (3) Service 
of estimators or of project analysts; (4) Servic~s 
J 
of the mine '1 and engineering planning units. 
A manganese mine seeks to achieve a similar service 
through the exchange of views during its monthly two-
day meetings between the executives and line management. 
A conglomerate whose activities cover most sectionsof 
the economy, guides, persuades and provides assistance 
to line management in any problem area through its 
Planning Unit, inclusive of concepts and computer models. 
'A holding company with varied activities, · ran<!ing from• 
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the manufacture of footware and luggage, to shipping, 
transport, hotels and tourism, carries out the 
supporting and facilitating task through specific 
instructions and assistance from the Head Office, its 
Finance Division and its Divisional Managing Directors. 
Financial Managers, assisted by Group Personnel 
Managers are the sole source of help and encouragement 
offered by a firm manufacturing plywood and allied 
products, whereas manufacturers of glass and fibreglass 
assist their planning line managers through Branch 
Managers' meetings, held at Regional level. 
A firm belonging to the building and allied industries 
sector regards the assistance of a marketing specialist 
and an engineer as sufficient. 
A firm specialising in plastics, fertilisers and 
animal feeds would, obviously, require more assistance 
from technical specialists than from other services, 
though this firm offers assistance from its Management 
Service Department too, to its line man~gers when 
engaging in planning activities. 
In a firm in the clothing and kn~twear sector. line 
managers engaged in planning are offered assistance 
in the form of weekly formal management meetings. 
Computerised sales analyses (in considerable detail) 
are the only assistance provided to line management 
by a manufacturer of household articles. In the case 
of a furniture chain, the only guidance and .. help comes 
from the group management accountant. 
· A firm manufacturing electrical transformers and relays 
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makes available to its planning line managers, the 
facilities of its accounting and data processing 
departments. 
Compare the following case. A large organisation 
which, during the last few years, has grown very 
rapidly through acquisitions and mergers, does not 
yet offer any assistance or facilities to its line 
managers in their planning efforts, but will, in the 
very near future, offer the assistance of the Group 
Management Information Services and Data Processing 
centre. 
A full range of assistance and facilities, embracing 
financial, personnel, market and industry research, 
statistical analysis and planning guidance, is offered 
to the planning line managers of a large firm 
specialising in steel, copper and iron pipes and fittings, 
pumps, diesel engines, mine machinery and equipment 
and similar products. 
A major manufacturer of motor vehicles reports : "The 
staff functions of the organisation individually or 
collectively provide appropriate historical and 
forecast data as well as technological information 
to assist line managers in planning (e.g. environmental 
data, finance and market data', technical development)." 
Advice from Specialists ·Managers - technical, financial, 
circulation and mark~ting - is offered to line manage-
ment by a large printing and publishing company. The 
·Group Financial Department's studies and statistics, 
computerised pro-forma plan, computerised budgets and 
projections form the basis of assistance offered to 
its line managers by a large chain retailing clothing 
and jewellery. 
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The staff assistance and facilities offered to 
planning line managers may also take the form of 
training by head office staff managers or of seminars, 
as reported by a firm operating in many sectors of the 
economy, such as agriculture, paper, sugar, timber and 
so forth. 
An oil company has a specialist planning unit in each 
function responsible to top-·" line managers. The f inn 
also provides operations research facilities. 
In many firms the financial or budgeting departments 
seem to provide the only assistance to line managers 
in their plann.ing efforts, while 23 participants do 
not offer any kind of assistance or facilities to 
support, coordinate and encourage adequate planning 
by line managers. 
The above detailed analysis shows quite clearly the 
fact that the greater the size and th~ technological 
emphasis, the greater assistance and the more facilities 
are offered. The degree of sophistication of this 
help increases proportionately both with the size of 
the firm and with the technical complexities. 
Financial opportunity also plays an important role. 
This can be illustrated, for example, with gold and 
manganese mines that offer only moral support and 
encouragement. Yet in the same group, the diamond 
mines of fer every modern sophisticated aid to help 
line managers in planning. Why? Financial opportunity 
is probably the most plausible answer as money can be 
spent on means and ways to improve the efficiency of 
line managers in planning. 
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A large financial holding company with industrial 
investments offers another example of the trend just 
described, in that it offers only financial advice, 
whereas a large conglomerate (a holding company whose 
activities cover the whole spectrum of the economy), 
offers the widest possible assistance, including 
conceptual and computer models, because of the 
organisational and technological complexities involved. 
One oil company adds to the range of facilities 
mentioned above the help of its operational research 
department. 
Similarly, a large chain retailing clothing and jewellery 
offers extensive assistance and facilities to its line 
managers dictated by the size and type of its 
organisation. 
In firms of all industrial groups where the above two 
factors are not at work, the assistance and facilities 
provided to their line managers take the form of 
financial advice on1y. 29,1% (23 firms) of all 
participants do not of fer any help to their line 
managers. The reasons ~be threefold : small and I 
simple organisational form, lack of technical 
involvement and lack of managerial skills. 
14.3 Elaboration of Specific Implementation Plans by 
Operating Managers, and Balance Between Line - Staff 
Participation in Implementation Planning 
Before attempting the analysis of our findings on the 
above aspect of the first planning step, one important 
consideration must be taken into account, i.e. the 
present generation of South African executives are · 
line officers by training and temperament and they 
view with suspicion and alarm the 'dreamers', as they 
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call the long-range planners. Until fairly recently, 
formalised, long-range planning was foreign to most 
South African companies. Only now is it slowly 
becoming legitimised as a function of management and 
this transition is being made possible through the 
development and adoption of new techniques of economic 
forecasting, statistical analysis and operations and 
marketing research. It is quite natural that 
operating managers, who up to fairly recently, managed 
by intuition, are uncomfortable with new techniques, 
and very often unwilling to admit that these new 
techniques work. Furthermore, they are finding them-
selves surrounded by an increasing number of staff 
officers, and so feel hampered by staff decisions in 
areas of their traditional freedom. They obviously 
have the justifiable impression that they are no 
longer at the controls. 
To reach corporate objectives, detailed plans are 
developed in addition to making overall strategic 
plans. These detailed plans are designed to carry 
out or 'implement' the corporate strategy. For these 
reasons they are often called 'implementation' or 
'functional', 'tactical' or 'operational' plans. 
Implementation planning includes preparing individual 
staff and operating plans as well as coordinating and 
summarising these plans and their budgets within the 
overall strategic plans. 
While a large amount of implementation planning is 
done at the individual operating and staff management 
levels, implementation planning and overall strategic 
planning are in practice closely ~elated. 
Implementation planning starts generally with the 
marketing operations and for this reason marketing plans 
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are nonnally the basis of other company implementation 
plans, such as manufacturing, finance, organisation 
and information and control systems. 
In addition, implementation planning deals with the 
cost of all planning steps. In general, implementation 
planning must, therefore, be developed by almost any 
level of management, but the nature of the implementation 
plans developed for each operating or staff area will 
vary in scope and importance. 
Nevertheless, although the staff develops an overail 
long-range plan which would shape the company's 
future, the attainment of the plan is not possible 
without the cooperation of line managers. Thus, if 
this is to be realised, operating managers must be 
made fully responsible for the creation and elaboration 
of implementation plans. The first requirement for 
the achievement of the plan, if not a sine qua non 
condition, is, therefore, to-maintain a balance in the 
restructuring of the f inn when attempts to formalise 
its long-range planning are made. 
Let us look at our findings concerning the extent that 
the South African firms realise that operating managers 
must be involved in the elaboration and creation of 
specific implementation plans as explained above. 
A large bank, a coal mine, a'"'dJ_amond mine, a large 
. . 
financial group with industrial investments, a 
conglomerate with divisions operating in many fields 
of the economy, a firm manufacturing asbestos cement, 
a clothing manufacturer and a large group retailing 
furniture have answered our question, "Do the 
operating managers elaborate specific implementation 
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plans with the assistance of the staff or of the top 
management?", by a simple "yes" without offering any 
supplementary information. 
Those companies that have answered the question in the 
negative belong to the following groups : a large 
conglomerate (with divisions of earthmoving machinery, 
timber, building supplies, motor vehicles, mechanical 
handling equipment, electrical and similar equipment)i · 
a large clothing manufacturer, a manufacturer of 
leather goods and a chemical company. Their negative 
answers were without explanation. 
The answers that were more explicit on this planning 
aspect are analysed below : 
A large international bank reports "Each objective 
is supported by specific action plans to accomplish 
that objective together With a deadline and an assign-
ment of responsibility." 
A diamond mine explains that their planning unit 
provides overall plans and that the operating managers 
elaborate and extrapolate these plans into the 
desired details. It offers one example : a stopping 
schedule and a diagram, provided by the planning 
unit, is detailed and implemented by the operating 
manager. 
A gold mine describes·this planning step in the 
following terms : "Production plans are revised 
monthly and checked against the proposals in the long-
term plan" , whereas a man9.e:mese mine' s answer reads 
as follows : "Detailed production planning follows 
from sales commitments." 
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A firm operating in timber, plywood and related 
products states : "Capital proposals are drawn up 
based on marketing, production and financial 
analysis." But a firm specialising in gypsum 
products reports : "Operating managers in marketing, 
manufacturing and financial sections elaborated 
implementation plans with the assistance of the chief 
executive." 
In a major chemical company only some implementation 
plans are elaborated by the operating managers, while 
another firm operating in the same field states : 
"Branch managers discuss sales plans with marketing 
and commercial managers and directors." For a 
manufacturer of aluminium ware, annual budgeting 
means elaborating specific implementation plans. 
The answers of firms belonging to the iron, steel, 
engineering and electrical group vary from "some do" to 
statements such as "operating companies report 
progress quarterly on their Plan's Specific Objectives"; 
or "detailed Department Budgets for subsections and 
cost elements"; or "no, with assistance of top 
management" and "only for special projects"; or 
"straightforward marketing, production and personnel 
action plans are handled by them (operating managers)" 
and "critical performance areas are defined and a 
deficiency analysis prepared, when line managers are 
then set specific objectives to eliminate the 
deficiencies". 
Only very few firms (a firm manufacturing underground 
cables, an industrial conglomerate and all participating 
oil companies) give answers describing the implementation 
planning as defined in our introductory notes, thus 
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confirming that they have reached relative 
maturity in their planning activities. 
Table~o:s that 48 firms out of the 79 participants 
report applying the described planning step, while 21 
companies, or nearly one-third of all participating 
firms, do not seem to realise the importance of 
implementation planning being carried out by operating 
managers. Similarities and/or differences between 
the individual industrial groups could, however, not be 
traced as the firms not applying this planning step 
belong to all industrial groups. However, those firms 
that report the practising of this planning step seem 
to be influenced by factors such as financial risk 
and opportunity. Indeed, they·are found among banks, 
gold mines, building and allied industries, motor and 
transport firms, paper and pulp manufacturers, stores 
and oil companies. 
14.4 Planning Step No. 1 Planning and Organisation of 
Planning Efforts by South African Firms - Validity 
. r.' 
of Our Assumptions 
The validity of our major hypothesis that South African 
firms apply to their formal, long-range planning the 
same conceptual planning model as outlined in section 
13.2 can now be partly tested. If they do, they would 
then use all of its steps. The first step was covered 
in our questionnaire by questions that are detailed 
below. If the majority of South African firms partici-
pating in our survey reply affirmatively to the 
individual questions, then this will be taken as evidence 
that our hypothesis holds good as far as the first 
planning step is concerned. 
the following overview : 
The summary below offers 
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Questions of the Questionnaire Positive Answers 
(100% = 79 
Participating Firms) 
1. Does your chief officer specifically 
define what the planning effort is 
to accomplish and what uses the plan 
will serve? 
(Table lOA) 
2. Is this statement communicated to 
everyone affected by planning? 
(Table !OB) 
3. What staff assistance and facilities 
are provided to support, coordinate 
and encourage adequate planning by 
line managers? 
(Table lOC) 
4. Do the operating managers elaborate 
specific implementation plans with 
the assistance of the top management? 
(Table lOD) 
5. Is the balance between the line and 
staff participation and responsibility 
maintained, and the line responsibility 







Although the above answers undoubtedly confirm the 
evidence for the validity of our assumption on the 
first planning step, some clarification is needed. 
The number .of affirmative answers to question 4 seems 
to be substantially lower than to other questions. 
This difference can be explained by the fact that the 
headquarters of the participating conglomerates and 
some multiplant and multidivisional firms cannot show 
the involvement of line managers in the elaboration 
of implementation plans, because they are only concerned 
with the creation of an overall long-range plan and the 
implementation planning then takes place at divisional 
or subsidiary levels. The remaining percentages 
concern firms with a low level of the planning art or 
a lack of interest in our survey (no answers). 
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15. PLANNING PREMISES 
15.1 How Planning Premises are Defined 
The second planning step of the universally applied 
conceptual planning model is the definition of planning 
premises. The study of literature has brought up the 
definition of planning premises as "future conditions 
against which all planning takes place". These 
premises usually take the form of forecasts and policies 
essential to the plan's success. The importance of 
writing down these assumptions is emphasised because 
unless they are committed to .paper, no written plan can 
be successfully elaborated. 
All forecasts naturally deal with the future, but only 
too often managers interpret them very narrowly. The 
literature stresses the fact that forecasts should be 
more than forecasts of population, prices, costs, 
production, markets and similar matters; they should 
also cover matters such as rates of wages, tax rates 
and policies, dividend policies and so forth. 
Planning assumptions or premises could be divided into 
three broad groups : 
(1) Planning premises over which planners have no 
control, such as political environment, population 
growth, future price levels, business cycles, 
fiscal and monetary policies and so forth. 
(2) Planning premises which the firm can, to some 
extent influence, such as share of the market, 




(3} Planning premises fully controllable by the 
firm, such as policy matters (statements of 
. general philosophy or general aims}, programmes 
(research programmes, expansion programmes into 
new markets, programmes for development of new 
products.' and so on} • 
However, firms have to realise that all past plans 
tend automatically to become planning premises too. 
If planning premises are not correctly coordinated, 
successful planning cannot result and unnecessary 
costs will be incurred. Top management must, therefore, 
make sure that all involved in planning understand all 
premises upon which plans will be based. Obviously 
all major premises must be studied very carefully and 
very often extensive market or economic research must 
be undertaken in order to establish the environment 
and.to make managerial decision-making in the planning 
process effective. 
No chief executive can allow his managers to undertake 
uncoordinated planning based on different sets of 
planning assumptions. Only premises committed to 
paper in clear, understandable and unequivocal terms 
can lead to successful planning. 
A few examples below illustrate how this discipline is 
observed among South African planning firms. Table 12 
gives a full account of what firms do in this respect. 
A diamond mine reports on this aspect as follows 
"Planning meetings take cognisance of policy and record 
assumptions, premises and decisions". A company 
specialising in steel sections and castings and 
aluminium conductors states that all assumptions are 
included in recommendations made to the board of directors .. ~ 
I 
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A company with four operating divisions, engaged in 
activities which cover various economic sectors such 
as welding products, catering equipment, mining and 
electrical supplies and surgical and hospital equipment-
reports : "This was not so in the early days and 
there is room for improvement." 
The analysis of our findings in Table 12 again high-
l~gh ts a set of key factors compelling some firms to 
pay greater attention to the definition of planning 
premises than others. The influence of financial risk 
and opportunity is evident in the group of banks and 
building societies, diamond, gold and other mineral 
mines, financial houses with industrial investments 
and building and allied industries. 
On the other hand, the chemical sector seems to pay 
relatively little attention to this aspect of planning, 
but.the key factors given above can again be traced in 
the clothing and knitwear sector, usually unresponsive 
to other planning requirements - obviously a result 
of the impact of fashion on future sales and profits. 
The same applied to the furniture and household 
appliances sector which must know future economic and 
social conditions because of the major significance of 
cyclical patterns of income on the demand for consumer 
durables. 
As far as the group of firms· in the iron, steel, 
engineering and electrical sector is conce~ned, its keen 
interest in planning premises could be interpreted as 
dictated by both financial risk and opportunity and 
by the rate of technological change. The interest.in 
planning premises of the paper and pulp, sugar, mat.ch, 
oil and motor and transport industries and of the 
stores sector could have been motivated chiefly through 
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the influence of the financial risk and opportunity. 
The printing and publishing sector shows, on the 
other hand, only a relatively small interest in the 
definition of planning premises and this could be due 
to jobbing rather than predictable flow production. 
15.2 How Individuals are Assigned Action Steps to be 
Accomplished within a Given Time-Table 
The answers received (of which some examples are given 
below) suggest that not a single firm has considered 
the need to giye line managers sufficient time if they 
are to plan effectively. No-one can expect efficient 
and effective planning frQm them if they are to carry 
it out in addition to their full load of regular 
operating duties. They must be relieved of some of 
their normal duties if they are to carry out planning 
functions within a specified time-table. 
Examples cited below show the varied interpretations 
of the above topic. 
A bank states that "Comprehensive Planning Timetable 
is prepared at the commencement of each planning cycle". 
A building society reports that : "Annual planning 
cycle requires information to be submitted by specific 
dates" and a diamond mine reports that : "All plans 
programmed and scheduled are accepted as specific 
objectives which individuals are committed to achieve". 
According to a statement by a gold mine, action steps 
are assigned to individuals and are incorporated into 
monthly planning on achievement of targets as well as 
the future monthly target. Specifying deadlines for 
delivery and shipping dates means, to a manganese mine, 
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that steps are assigned to individuals to take 
action within a time-table of accomplishment. A 
producer of gypsum reports "Managers are responsible 
for compiling plans after discussions with their key 
staff and made responsible until completion of each 
project". For a chemical company this means setting 
sales targets and objectives for managers and sales 
representatives and monitoring their progress. 
Another chemical firm states that the executives in 
charge of departments have to submit their estimates 
within a definite period. 
The following statement comes from a large industrial 
organisation : "A planning programme is issued to all 
chief executives of operating companies for both 
strategic planning and budgeting and financial planning 
with completion dates". A company manufacturing and 
selling steel tubes, pipes, fittings, copper tubes, 
plastic pipes,·windmills, centrifugal pumps, borehole 
pumps, diesel engines and similar lines writes : "The 
formally presented plans only require a statement of 
objectives and a forecast of results. The detailed 
programme and schedule is not presented, although it 
must, obviously, be prepared and adhered to by the 
responsible line manager", and a firm which offers its 
services to aviation reports as follows : "The whole 
is broken down into component sections, viz., 
administrative structure, capital requirements, 
equipment costs, marketing. Duties are allocated to 
separate individuals in specified fixed time". 
A large firm manufacturing motor vehicles reports that 
the broad action steps involve developing plans for 
product volume requirements, costs, manpower, 
facilities and capital which are all established witnin 
time limits and limitations of available funds. 
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suitable plans for his department, as has been 
stressed in our discussion on implementation planning. 
Otherwise he cahnot understand the role he is 
expected to play. Participation of all managers in 
planning is the only way to create the vitally 
important requirement for success in long-range 
planning. Appreciation of this imperative requiremen~ 
is shown by the fact that 66 firms accept the necessity 
of participation whereas only three firms do not. 
11 Companies did not reply to this question as indic-
ated in Table 14. 
No specific pattern of similarities or differences 
between industrial groups exists and all groups 
clearly recognise the necessity of participation in 
planning. A negative reply has been given by one coal 
mine, one firm in the beverages and hotels sector 
and one firm of the footwear and leather industry. 
15.4 Planning Climate 
What is meant exactly by a 'planning climate'? It 
means simply the existence of an attitude within a 
firm which may or may not be conducive to the 
development of formalised planning activity. As 
Steiner puts it, planning is a way of life, a 
philosophy which requires a specific kind of approach. 
In this context it can only mean an attitude of mind 
which wholeheartedly accepts and works constructively 
for change; a philosophy which focuses solely on the 
future. 
Seen in this light, a company's tradition and the 
traditional approaches to solving future problems have 
very little value. This philosophy would probably be 
best served by a total systems approach which completely---
/~ 
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"Critical Path Plan" is the reply received from a firm 
manufacturing metal enclosures and a large firm engaged 
in the distribution of newspapers, magazines, books, 
stationery and electronic machines reports : "Quarterly 
reports, back'.-·reviews are done by PAC (Planning 
Advisory Committee) and the chief executive officer 
for annual short-term plan assignments".For a firm 
belonging to the sugar industry the most urgent faults 
or threats are defined and action delegated by each 
division's top executive. The last example is the 
nearest to the expected reply and is taken from the 
answer of a holding company with a portfolio of shares 
spread over many fields of economic activity : "Each 
issue is described together with recommended action, 
assigned to individuals with deadlines for completion". 
In the light of the above confusion, the summary 
presented in Table 13 is meaningless and the varied 
interpre~ation can mean only that operating managers 
have to carry out their planning activities in 
addition to their regular duties, even if the prescribed 
planning tasks are to be accomplished within a specific 
time-table. 
15.3 Participation in Planning 
The need for all levels in a firm to participate in 
planning has been emphasised by schol.ars and 
practitioners alike. A wise chief executive will 
involve all managers of his company in major planning 
and will ensure that each of them will be kept 
currently informed of how all major plans affect his 
area of authority. 
Without such participation no manager can develop 
/ .. 
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disregards the old approach of functional and 
specialists' viewpoints to allocation of resources. 
In the past, functions and segments of the firm were 
entitled to the same share of the resources in the 
future as they had had in the past. The new approach 
requires a much more flexible mental attitude. A 
sound planning climate, which is completely intangible 
and yet is recognisable, can be introduced only if the 
above viewpoint is accepted. 
Although South African planning companies have, in 
60 cases, replied "yes" to this question, we suggest 
that their affirmative replies be accepted with some 
caution. It should be realised that such a climate 
can only be changed by major events; but such events 
do not happen every day, and so many executives 
replying to our question in the affirmative may, in 
reality, be deceiving them.selves . (see Table 15} • 
One may object that it could develop slowly by 
gradual spread of the planning philosophy from 
original enthusiasts to all managers. It is the 
writer's personal view that such is not the case, 
which the findings of the surveyed literature ·and 
his personal experience seem to support. 
Let us examine some of the replies and comments 
received. The following interesting answer describes 
one company's attempts to create a 'planning climate' 
"All line managers have been exposed to management 
development programmes where the management function 
of planning, inter alia, has been presented and 
discussed." 




comment which illustrates its sound appreciation of 
the problems involved : "It would be presuming too 
much to think that everyone realises this. Some do, 
some don't, and there is an attempt to increase the 
number who do." 
Perhaps, of all comments made on this topic, the one 
below by a large industrial organisation is most 
appropriate and significant : ·"Yes, this was one of 
. . 
the first benefits we got from introducing planning." 
"Hopefully", remarks a firm manufacturing bolts, nuts, 
rivets, screws and special fasteners - a realistic. 
comment indeed. Strangely, and fully confirming our 
cautious interpretation, an oil company, with all its 
planning experience and sophisticated planning 
apparatus, declares very frankly 
- .but working towards this end." 
"Not everyone yet 
15.5 Determination of Key Planning Factors 
(a) Analysis of the External Environment 
By definition, planning is always .co~cerned with the 
future~ Any plan, to be logically meaningful, must· 
be developed against the background of some estimates 
of future conditions of the environments in which a firm 
has to operate. These estimates cannot be expressed 
clearly and precisely because they· are required for so 
many areas, some of which even defy accurate estimates, 
and the time period involved makes it often very 
difficult to determine even the salient characteristics 
of the future with precision. A systematic approach 
is, therefore, essential at this·stage of the planning 
process, usually called analysis of .the company's 
external and internal envirorunents. 
-~--........-~---·-- ·-- ·-- --------~· -· -.·.--·--------·.-. -~ 
1·i 
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technological and market environments is obviously 
not gathered or compiled in ways directly related 
to his company's activities. The areas in which 
premises are to be developed must therefore be 
isolated, and the following questions are generally 
helpful in identifying the areas of major concern(?): 
(1) What are the essential economic and technical 
characteristics of the industry in which the 
company participates? 
(2) What trends suggesting future changes in 
economic and technical characteristics ~re 
apparent? 
(3) What is the nature of competition both within 
the industry and across industries? 
(4) What are the requirements for success in 
competition in the company's industry? 
(5) Given the technical, economic, social and 
political developments that most directly apply, 
what is the range of strategy available to any 
company and industry? 
Comments received from participants on this stage of 
the planning process are reproduced below : 
"Ideally, we like to take all these factors into account. 
In practice, the factors included vary from plan to 
plan." (A large bank) 
"This colliery, like most other·collieries, is part 
of a large mining group. Marketing is mainly carried 
out by the Transvaal Coal OWners' Association. The 
percentage of the market is governed by agreement with 
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the T.C.O.A. The sales price of coal is controlled 
by the Government. Most financial planning is 
carried out by our Head Office." (A colliery) 
"These factors Loutlook for the industry and the 
position of the company in the industri/ are taken into 
consideration in evaluating plans received for 
investment. As far as the outlook for the economy 
is concerned this is done at the Group planning level." 
(An industrial investment group) 
Tables 16A and 16B seem to indicate that the majority 
of South African planning companies do pay attention 
to this important stage in the planning process and 
the respective summaries are as follows 
(1) Outlook for.the Industry . . 
From 79 planning companies 100% 
57 companies analyse the social 
environment 72,1% 
57 companies analyse the political 
environment 72,1% 
55 companies analyse the technological 
environment 69,7% 
67 companies analyse the economic 
environment 84,, 9.%. 
(2) Position of the ComEan:i in the Industr:t: 
From 79 planning companies 100% 
61 companies analyse the market 77,2% 
58 companies analyse costs 73,4% 
52 companies analyse technological 
changes in the industry 65,9% 
61 companies analyse the competition 77,2% 
All industrial groups are equally interested in all 
aspects of the external analysis~ 
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(b) Internal Analysis - Assessment of the Firm's 
Internal Strengths and Weaknesses 
Internal analysis of a firm means appraisal of how 
well it is performing its various functions such as 
marketing, finance, accounting, personnel-labour 
relationships and operations. Such an analysis is 
the next step after examining and assessing the 
environment. It involves an inward look to find out 
how the relevant company is performing against its 
environment, and information has to be examined to see 
where the firm's strengths and weaknesses lie. The 
process involves evaluation of products, services and 
functions in relation to the firm's organisational 
structure and personnel. Costs, products and financial 
status should be compared with the industry to which 
the firm belongs, and with past performance. 
This appraisal of the firm's performance compared with 
that of its major competitors as well as with the 
industry makes possible a diagnosis of problems. 
Detailed assessment of the firm's performance provides 
necessary data for the development of its long-range 
plan. 
When a firm carries out its internal appraisal it 
usually examines in detail : 
(1) Financial management policies - financial 
planning, cost analysis,.short- and long-term 
financing, capital budgeting. 
(2) Marketing management policies - market 
investigations and research, product development, 
channels of distribution, promotion·. ,. 
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(3) Manufacturing management policies - purchasing, 
product design, inventory control, production 
planning and scheduling, control of quantity 
and quality, research and development. 
(4) Managerial accounting policies - auditing, cost 
accounting, accounting plans, taxation policy. 
(5) Personnel management policies - selection, 
hiring, training, development of personnel, 
appraisal and promotion, compensation, benefits, 
collective bargaining. 
(6} General management policies - definition of 
objectives and goals, long-range planning and 
strategies, organisation and implementation of 
plans, control and evaluation of long-range 
plans, quality and continuity of leadership. 
Table 17 offers an overview of how well this important 
planning step is performed by South African planning 
companies. The majority seems to realise that this 
analysis is an essential stage of the planning process, 
but no comments were made offering details. All 
industrial groups seem to be performing this function 
with equal interest. Manufacturing policies are, 
obviously, elaborated only by manufacturing concerns, 
which explains the low figure of 47 in the summary in 
Table 17. 
15.6 How Technological, Economic, Industrial and Sales 
Forecasts are Made 
Whatever conclusions are drawn from the analysis of 
external factors, they must be modified by the 
planner's findings on -(i) what his company can 
realistically do; and (ii) what the owners wish to do.; 
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A company's planning is influenced as much by 
objectives .and internal strengths/weaknesses as it 
is by external environmental influences and consider-
ations. Sound management planning must be based, 
therefore, on forecasts of both internal and external 
factors which will influence the firm's performance 
in its environment - the sales of goods or services. 
The sales forecast thus becomes the basis on which all 
company plans are .built. Marketing, production, 
manpower, financial and other operating plans are based 
on this forecast, as is overall company profit 
planning. 
Whenever possible, external economic, industry and 
market forecasts should be made to arrive at the 
estimate of the sales a company should achieve under 
a specific set of likely circumstances. This forecast 
should then be adjusted.· on the basis of information 
obtained from operating managers, salesmen and other 
sources. 
The summary below shows the extent of the forecasts 
developed by South African planning companies. Table 
18 gives further details. 
From 79 companies reporting 100% 
33 companies develop technological 
forecasts 41,8% 
48 companies develop economic forecasts 60,8% 
51 companies develop industr1ial forecasts 64,f)% 
63 companies develop sales forecasts 79,7% 
some explanatory comments made on this topic by some 
respondents will now be quoted below : 
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One colliery has already reported in its answer to 
matters pertaining to the external and internal 
analyses that, since it is part of a large mining 
group, forecasting is carried out for it by its 
trade association. No details were offered. 
A gold mine explains the reasons for not establishing 
industry and sales forecasts as follows : "Not 
applicable due to perfect market but forecasts are 
reviewed with changes in the price of gold as this 
affects policy. The industry and sales forecasts are 
replaced through a feedback via Chamber reports." 
An industrial holding company reports as follows : 
"Forecasts are done by divisional company managers who 
will prepare and execute their plans. Only the 
economy as a whole can be analysed effectively by a 
centralised department in the case of this widely 
diversified.group" and a chemical distributing company 
makes the following comment : "The various factors 
covered (by technological, economy and industry 
forecasts) are used in company sales forecasts. We 
do not. produce written technological, economic or 
industry forecasts in any detail but regularly provide 
information on these matters to the principals for 
whom we are selling agents, and forecast the effect 
they may have on sales." 
"Technological forecast is difficult to determine. 
Economy forecast unlikely to have any serious effect 
on forecast" reports a clothing company, and a 
leather manufacturing firm offers the following reasons 
.for not establishing forecasts : "The managing director 
considers the above factors on a broad scale before 
making a plan - .not each one separately." 
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A large industrial multiplant company states simply 
(regarding the technological and economy forecasts) : 
"We have not yet reached that level of sophistication." 
The following complaint, presented as a connnent by a 
large firm manufacturing metal and plastic containers, 
is significant : "Lack of information on position in 
industry" and, finally, this last comment comes from 
a large retailing chain store : "Forecasts are 
tremendous assistance in budgeting control." 
Table 18 indicates the variation in the approach to · 
different kinds of forecasts by South African firms. 
There is one forecast which is prepared by the vast 
majority of all participants, and this is the sales 
forecast, although there are eight companies (in the 
building and allied industries, in the footwear and 
leather industry and an engineering firm) that do not 
prepare any forecasts. In all these cases their small 
size explains their lack of interest in this important 
function, although these firms call themselves 
'planning companies'. The extent to which coal, 
diamond and gold mines undertake forecasts has been 
explained by their comments. 
As far as technological forecasting is concerned, the 
small number of firms - 33 in all - carrying out this 
function belong to sectors depending on innovation 
in technology, be it for the improvement of their 
products or services or for their manufacturing 
process to remain competitive. These firms are 
found in the mining sector, the building and allied 
industries, the chemical, iron, steel, engineering and 
electrical, paper and pulp and sugar sectors although 
such sectors as printing and publishing, stores and 
tobacco and match and shipping h'ave firms which also 
prepare their technological forecasts. 
. .. ;·.,. -. 
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A similar pattern of interest can be traced in the 
establishment of the economy and industry forecasts. 
All these forecasts require special skills and are 
costly and will therefore be·found, as the analysis 
shows, only in firms of great organisational and 
technological complexity. In all these instances, 
financial risk and opportunity also exert some 
influence. 
15.7 Planning and Importance of Premises for Developing 
Implementation Plans 
The importance of this stage in the planning process 
seems to be recognised by many South African firms 
as shown by the swnmary of our findings set out in 
Table 19, which covers the following three aspects 
of the second step of the planning process : 
(1) Premises for developing implementation plans 
are planned. 
(2) It is realised that a large number of lower level 
managers' planning premises come from the overall 
strategic plan and that each level of plans 
becomes the.framework upon which the next level 
of planning is based. 
(3) The importance of planning premises is realised/ 
and everyone involved in the planning.process 
understands what plans should be developed as 
based on the planning premises. 
Our study of literature on planning and of planning 
practices have shown that ~hese steps mean : 
(1) That the lower the level of planning, the less 
~: . 
. :) .. ,. . · .. - .~ . 
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concerned the planner is with broad environmental 
premises. A marketing manager, for example, will 
naturally be affected in his operations by overall 
environmental economic factors, but his immediate 
plans may be affected more by specific trends such 
as the plans of his major customers. In 
consequence he will have to develop many planning 
premises which are relevant mainly to his 
operations on which he will base his plans and 
their implementation. 
(2) That his planning premises will, therefore, be a 
combination of those coming from the next level of 
planning, and of those coming from other firm's 
areas of planning which affect his operations. 
To these premises he has to add information 
developed by him and relating either to his specific 
function, market or internal resources. 
(3) That .this manager realises that the premising 
stage of planning is a very important planning 
step during which he will not only specify those 
factors which limit his plan but he would also 
search for new ideas, for new areas of 
expansion and his company strengths on which he 
can build his plan. Realising the importance 
of planning premises he then understands what 
kind of plans should be elaborated and implemented. 
However, some South African planners do not understand 
fully the meaning of this stage, as two of their 
comments below indicate. 
A financial house with industrial investments makes the 
following statement "There is no formal statement of 
this kind but it is implicit in the way planning is 
done" and a very large conglome:cate comments : '· "All 
<,.. 
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levels of management are not yet familiar with 
importance of planning - further training is necessary." 
A detailed analysis of our findings highlights some 
.interesting facts. For example, regarding planning 
of premises for the development of implementation 
plans, 23 firms in all sectors of the economy, do not 
realise the importance of this'sta}e in the planning 
process. We wish to emphasise the fact that lack of 
understanding of the implication of this step is 
spread throughout industry. Identical patterns are 
found in respect of the two other aspects of planning, 
namely, (a) recognition of the hierarchical nature of 
planning and (b) of the importance of planning premises 
on which plans should be based. This gap in under-
standing may be due to one·factor only - lack of 
planning skills. 
15.8 Development and Evaluation of Alternative Directions 
The questions covering this last.a!Spect of the 
second planning step were : 
(1) In the light of the planning premises, do you 
develop and evaluate alternative directions that 
your organisation may follow? 
(2) Based on this evaluation, do you select corporate 
objectives? 
Our findings indicate that, on the whole, the south 
African planning firms are aware of the fact that 
(a) there is seldom a business plan. for which reasonable 
alternatives do not exist; (b) that many clues to the 
overall direction a firm may choose can be found while 
analysing planning premises, and (c) that such an 
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analysis often uncovers factors not only constraining 
a company's plans, but also leading to the discovery 
of new opportunities, and thus suggesting new ways 
of growth. They are aware of the fact that before a 
corporate objective can be developed and established 
chis analysis must be carried out. 
However, there are still some firms that do not fully 
appreciate the necessity of developing and evaluating 
alternative directions as Table 20 shows. The first 
question was answered affirmatively by 55 firms, while 
the second has brought only 47 affirmative answers 
from the 79 participating firms. Below are some 
examples of comments made to the above questions by a 
few respondents : 
"In so far as demands of the market and technology 
dictate" is the remark made to the first question by a 
diamond mine, and the fol.lowing comment, made by a 
large conglomerate, concerns the second question : 
"This is done at divisional but not group levels". 
As far as the development and evaluation of alternative 
directions are concerned, one firm which distributes 
chemicals, writes the following "Within narrow limits. 
Most of our business is selling imported products and 
'alternative directions' do not really apply. The 
alternative are restricted to development or cession of 
business areas or forecast viability". The first 
question is answered as follows by a large industrial 
organisation concerned with.many activities : "No. 
Based on top-down stakeholders expectation analysis 
vs bottom-up projections". Another answer to the first 
question comes from a conglomerate and reads : "But 
only recently". 
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· In response to the second question, a large firm 
which ,.manufactures motor vehicles states : "Corporate 
objectives are influenced by the evaluation of 
alternatives". The second question attracts the 
following remark from a large chain store that retails 
clothing and jewellery : "Yes, but rather a chicken 
and egg situation". The last comment.invited by the 
second question reads : "But not in great detail -
this will be improved" and comes from a sugar producing 
firm. 
What are we to make of these comments? The first 
aspect - the development and evaluation of alternative 
directions in the.light of :plan:n~ng premises - has been 
answered affirmatively by 69,1% .of all participants 
who belong to all industrial groups. ~o specifi.c 
inter-industry similaritiei or dLfferences could be 
traced. Those.firms, for example, that have answered 




Beverages & hotels 
Building & allied industries 





Clothing & knitwear 2 
Iro~, steel, engineering· & electrical 3 
Motor· & transport 2 
Printing & publishing 1 
Stores 1 
Most of these firms, with the exception of conglomerates 
(1 in the beverages and hotels sector, 3 in the iron, 
steel., engineering and electrical sector and 1 in the 
printing and publishing group), are small in size and 
simple in structure. The comments passed on the above 
---- --~----
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interpreted as strong evidence in favour of our 
hypothesis. 
Questions from Questionnaire Positive Answers (100% = 79 
Participating Firms) 
6. Are all assumptions upon which the plan is 
based, and the specific policies which are 
essential to the plan's success, written 
down instead of merely presenting forecasts 
and budgets as the final plan? 
7. Are action steps assigned to individuals 
within a timetable of accomplishment? 
(Table 13) 
8. Do those who will be carrying out the plan 
participate in the planning process, so as 
to better understand what the plan is, and 
what it is designed to achieve? 
(Table 14) 
9. Does everyone involved in planning realise 
that the act of planning is often as 
important as the actual plan produced because 
it ~ocuses the attention of line management 
in the future, improves coordination, and 
provides a measure of achievement? 
(Table 15) 
10. Do you determine the key factors which will 
have a major influence on planning through 
a study of the following factors 
(Tables 16A, 16B & 17) 
(1) External environment 
{A) Outlook for the industry 
(a) Social influences? 
(b) Political considerations? 
(c) Technological influences? 
{d) Economic considerations? 
(B) Position of the company in the industry 
(a) Market position? 
(b) Cost position? 
(c) Technological position? 
(d) Competitive position? 
(2) Internal factors (strengths/weaknesses) 
(a) Financial management policies? 
(b) Marketing management policies? 
(c) Manufacturing management policies? 
(d) Managerial accounting policies? 
(e) Personnel management policies? 




















should be compiled and made available. 
The second point is that firms do not realise the vital 
importance of developing and evaluating alternative 
dire.ctions that they may follow. In neglecting this 
aspect of the second planning stage they are foregoing 
opportunities that may suggest new ways of growth; 
they may even be jeopardising the very survival of 
their firms. 
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16. DEVELOPMENT OF OBJECTIVES AND OTHER OVERALL GUIDELINES 
FOR ACTION 
16.1 Company's Guiding Principles - Philosophy 
A company's guiding principles are expressed in 
statements that spell out the basic philosophy of the 
firm. In some instances(S) companies have found that 
the basic statement of an objective does not give 
employees adequate guidance, and that some amplification 
is needed. They issue, therefore, statements covering 
the company's objective and principles for guiding 
action in each of the following groups : shareholders, 
customers, employees, public, suppliers, competitors, 
government and industry. However the literature on 
planning says relatively little on this stage of the 
planning process. 
One can easily conceive tha~ the process of formulating 
a document containing such guiding principles and so 
clarifying its future aims for a firm is of great 
importance and is extremely useful because it emphasises 
the present and broadly delineates the future situation 
and position of a firm. 
Ideas and people consti.tute the bases around which 
companies are organised and it can be stated without 
any exaggeration that companies very often have great 
difficulties, not so much because of people, but because 
of the ideas around which these people are organised. 
As the findings, summarised in Table 21, show, 67,1% 
of all participants issue overall statements of their 
philosophy and purpose. This interesting fact would 
suggest that South African planning companies were and are 
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influenced more by planning concepts and practice of 
American business. enterprises than by European 
approaches. Surveys carried out on this aspect among 
European companies showed that it was not normal 
practice to set down general statements of philosophy 
and purpose in transatlantic fashion< 9 > whereas this 
practice is generally accepted in the U.S.A. 
A few confirmatory comments made by participants are 
illustrated below : 
''Overall, broad statements. are made for every 
business" (A conglomerate) 
"Yes, we state our guiding principles, but not in 
vague terms" (A chain store retailing clo~hing) 
Compare the following statement with the two above 
comments "Not in great details - this will improve" 
(A sugar company) 
Do some firms formulate the company's guiding 
principle~, basic objectives and philosophy more than 
others because they are influenced by a set of specific 
factors, inherent in their industrial group? The 
answer must be "no" as firms that both do and do not 
formulate such statements belong to all industrial 
groups covered by the survey. If they do not elaborate 
then the main reason is undoubtedly their smaller size. 
However, one oil company, in spite of its organisational 
complexity and the financial factors involved, does not 
issue any statements on the company's philosophy. The 
reason for this is probably that it is a subsidiary of 
a European concern. 
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16.2 The Choice of Corporate Objective 
One of our participants expressed his astonishment 
at the many categories of objectives suggested in our 
questionnaire, by placing a question mark in front 
of all these classes and writing "profitability" across 
them all. Undoubtedly, he has effectively made the 
point that all firms have practically the same 
objective - to make a profit. 
Our study of planning literature and practices indicates 
that before implementation plans can be developed 
company objectives and overall policies must be 
established to give direction to the development of 
specific operating plans. One should qualify this by 
adding the objective 'strategic' in order to. define 
the direction the company will follow in its environment 
by exploiting opportunities and avoiding threats and 
obstacles. 
Following this path, a business firm must certainly 
seek profit, yet this objective is inadequate in 
itself because there have been (and there are) many 
cases of business owners with motives much stronger 
than profit alone. Incentives such as power, security 
and public acclaim may be even stronger than profit, 
which, in such cases, becomes a means to achieve 
other objectives. 
Company executives may also be motivated by other 
incentives, e.g., by the desire to try out new ideas 
and develop new techniques, or to beat their competitors 
Naturally, none of these motives can be· realised unless 
profit is made, but they may well be incompatible with 
maximisation of profit. 
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We would, therefore, suggest a different definition 
of a firm's overall objective : "The overall , 
objective of any company defines the most profitable 
use of its resources in exploiting the market 
opportunities over a long period". The formulation 
of such an objective is, obviously, an integral part 
of long-range planning. 
Objectives can be used either to evaluate and rank 
alternative courses of action, or as yardsticks against 
which a company's performance is measured. Finally, 
they are essential in ensuring consistency of operational 
decisions within a firm. 
Many objectives can, therefore, be determined within 
a company, but it should be kep:t in mind that every 
firm's functional department or division such as 
marketing, finance, production and personnel, etc., 
has its own objectives or goals. These objectives 
or sub-objectives (goals) should support the overall 
objective and be the me~ns by which this objective 
(making maximum profit within, obviously, certain 
limitations), is achieved. Operational planning and 
development of sectional goals must be based on the 
overall objective of the firm. 
Objectives can be classified by the time-span to which 
they relate, by their organisational level, and lastly 
by the function for which they are formulated. The 
higher the operational level within a company, the 
longer the time for which plans are made. Overall 
company objectives thus become long-range objectives~ 
the goals or sub-objectives (sometimes called targets) 
then relate to lower organisational and functional 
levels. 
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Thus the structure of objectives is multi-dimensional 
and leads, perforce, to conflicts which can only be 
resolved through trade-offs .. between objectives. 
Priorities must be assigned to the various objectives, 
but one has to realise that different weights 
(priorities) may and will lead to different choices. 
Furthermore, these choices must be related to managers' 
value systems in terms of a 'profile' such as that 
proposed by W.D. Guth of Columbia University(lO~ 
based on six prototypes : economic, political, 
aesthetic, religious and theoretical man derived from 
Spranger's work(ll-). This classification identifies 
siz kinds of value orientations. The theoretical man's 
interests are empirical, critical and rational. The 
economic man is interested in practical affairs of the 
business world. He is highly practical and oriented 
primarily towards what is useful. The aesthetic man 
finds his chief interest in the artistic aspect of 
life. He views experience in terms of grace, 
symmetry, harmony. The essential value for the social 
man is love of people. He values people as ends, and 
tends to be kind, sympathetic, unselfish. The political 
man is characteristically oriented toward power. Most 
leaders have a high power orientation. The religious 
man is one whose mental structure is permanently 
directed to the creation of the highest and absolutely 
satisfying value experience. The dominant value for 
him is unity. The role and influence of these values 
are much in evidence in decision making and serve as 
the basic ends or goals towards which an executive 
would like company activity directed. 
Against this background, let us now examine how 
South African planning companies tackle the problem 
of establishing objectives. For many companies ~here 
seems to be only one objective - profitability - as 
· . . . 
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indicated in our explanatory notes. A number of 
re~pondents did not understand the category of 
objective 'ownership', altho~gh the meaning of this 
objective was fully explained in brackets and read : 
"Do you select your firm's objectives in one ·of the 
following areas? (7) Ownership (limits your firm 
wants to put on distribution of ownership)". 
To choose an objective in the area qf social and · .. 
political responsibility also seemed to some particip-
ants a preposterous question as indicated by them 
either through a question mark or through a remark 
such as that made by a firm which manufactures 
electrical accessories and appliances which reads as 
follows : "We do not understand! We have to follow 
the country's framework." 
These few remarks and question marks would indicate 
that the formulation and statement of objectives as 
an integral part of company planning in the sense of 
our introductory and explanatory notes is not yet 
fully understood by quite a number of South African 
planning companies. 
The details of these findings can be seen in Table 22. 
A summary is given below : 
From 79 reporting companies the following numbers 
select objectives in one or more of the 
following areas : 
46 in industrial area 
55 in market area 
50 in product/service area 
46 in custom area 
40 in functions performed area 
64 in profitability area 
26 in ownership area 
43 in social and political area 
55 in scope of operations area 












Individual analyses of all areas in which companies 
may formulate objectives do not reveal any specific 
interindustry similarities or differences. Those 
firms that do and those that do not formulate their 
objectives in,·. all areas classified in our questionnaire 
represent all industrial groups. 
However, in the industrial area, competitive pressure 
and technological factors combined with financial 
influences may well play a decisive role in establishing 
objectives •. , .Stores, operating in specific geographic 
areas; tend to limit their objectives to these markets. 
One chain store operating on a nation-wide basis and 
reporting that it has established its objective in the 
area of its industry may well have defined this 
objective on an arbitrary basis. 
The conditions prevalent in other areas, with the 
exception of ownership and social responsibility do not 
require any special explanation because explanatory, 
notes have already been given when the participants' 
answers and comments were discussed. 
16.3 Developing,; Evaluating and Selecting Alternative 
Objectives 
Our findings suggest that the first step in developing 
a company's overall objective(s) is to determine what 
aspects of the company's business should be covered 
by the objective(s). The company's success is almost 
always affected by four areas, and these should be 
covered when the objective(s) are stated. These four 
areas are : 
(1) The product or service that will be offered; 
- 262 -
(2) The manufacturing and marketing operations that 
will be performed; 
(3) The market or customers that will be served or 
the industry in which the company will operate; 
(4) The expected size, scope and profitability.of 
future operations. 
Once the areas to be covered in the firm's objectives 
have been established, the next step is to develop 
alternative objectives within each of the major areas 
s·elected, based on a study of the external and internal 
planning premises. By evaluating the interrelationships 
between each of the major areas and considering the 
reasonableness of the alternatives, a comprehensive 
statement of valid alternative overall objectives is 
developed. 
Only a methodical and systematic evaluation of all 
alternatives will yield the best one. However, before 
any .decision is made, all planning premises should be 
listed, a wide range of alternative objectives 
developed, and their advantages and disadvantages 
determined. This eliminative process yields a 
restricted number of alternatives which can then still 
be further refined, and finally the best alternatives 
selected for each chosen area. 
But this process should not end here. Both environments 
- external and internal - are in constant flux. As they 
change, the selected objectives may also change, which 
·means that this planning step has to be a continuing 
process. Periodic reviews are vital, and it is not an 
exception that such reviews may over a period of 5 years 
bring about a restatement of a company's overall 
objectives. 
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This important planning stage is not fully appreciated 
by South African planning companies, as the findings 
in Table 23 indicate. Only about one-third of the 
participating firms report that they develop alternative 
objectives, but in many instances give a negative 
answer to the subquestion which reads : "Do you 
develop alternative objectives? Within each of the 
above area selected and based on the study of external 
and interrtal planning premises?" 
This obviously invalidates the first positive answer, 
and leads us, perforce, to the above conclusion. Some 
comments, which are. reproduced below clearly indicate 
that some participants do not clearly understand what 
is meant by this planning step (and we conclude that 
their planning az:t is, therefore, very low). 
"Question not understood" (A large industrial group) 
~Meaning not cleari• (Another industrial group) 
This lack of understanding is also confirmed by 
• question ma·rks placed by other participants . against 
this question. 
However, there is evidence, on the other hand, that 
those companies that have reached a high level in the 
art of planning do fully appreciate the vital importance 
of this planning stage, as shown by the following 
remarks 
"Aim to do this" (A large industrial group) 
"The problem is to balance conflicting objectives" 
(An oil company) 






Does a detailed analysis of our findings indicate some 
specific reasons, due to the characteristics of 
industrial groups, for the non-observance of these 
rules? No evidence couid be fotirtd for such rE:!as6ns. 
Those firms that do not include the aboye·steps in 
their planning process are equally spread through the 
industrial groups. The only valid reason for this 
shortcoming is that the present.level of planning skill 
is low among these firms. They have introduced formal 
long-range planning without having in their employ 
planners with the necessary knowledge or training .. 
This is proved beyond any doubt by comparing conunents 
made on this planning stage by companies having the 
necessary skills available.- oil companies, a· 
subsidiary of an overseas concern and similar firms 
as illustrated in the above conunents. 
16.4·Establishment of Goals or Functional Objectives 
Every firm has a number of key functions that may 
include manufacturing (production, operations), market-
ing, finance, personnel and others. 
Once an overall company objective has been established, 
sub-objectives are usually formulated for the above 
areas. Each of these sub-objectives, also called 
goals or targets, have to be attained 'if the overall 
company objective is to be achieved. 
Generally, these goals are established by the heads of 
functional areas, as confirmed by a large industrial 
group where goals are established at divisional levels 
and, naturally, these targets must be consistent with 
the overall objective. 
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the fact that, in the majority of South African 
planning firms, planning activity ·is directed by 
financial executives. The next area to which similar 
attention is given is marketing for the obvious reason 
that nearly every firm has to sell products or services. 
Besides this fact there is defin.itely t~·.c·the influence 
of seminars and special courses in marketing, as well ~ 
as Of· the much ·publicised marketing concept. The 
personnel function, although as important as the other 
two, receives less attention. The areas of engineering, 
production and research and development naturally show 
smaller numbers of participating firms as these . 
f'1?lctions are limited to industrial organisations. 
The fact that conglomerates report .. that t~eir sub.;. 
objectives are developed at divisional and subsidiary 
levels must also be acknowledged, and this 9bviously 
diminishes the number of affirmative answers. Yet, 
the fact remains unchanged that there are still 10 
firms belonging to all industrial groups that do not 
establish their goals even in the· area of finance. On 
the whole, South African firms show a distinct weakness 
in this planning stage. 
16.5 Planning Step No. 3 : Development of Objectives and 
Other Overall Guidelines for Action - Validity of Our 
.Assumptions 
To test our hypothesis that South African firms also 
apply this planning stage, we have asked the questions 
that are found below. The same principle for testing 
will be applied as in the case of the two preceding 
steps. If the majority of all participating firms 
follow the steps· as outlined, this is taken as evidence 
that our hypothesis holds good. To this effect the 
following summary is offered : 
---·--·~ - -··--·--------
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Questions of the.Questionnaire Positive Answers 
(100% = 79 
Participating Firms) 
16. Based on this evaluation do you 
select the corporate objectives? 
(Table 20) 
17. Do you state the principles of action, 
general philosophy and .the overall 
strategy that will guide and control 
all phases of the plan? 
(Table 21) 
18. Do you select your firm's objective(s) 
in one of the following areas : 
(1) Industry? 
(2) Market? 
(3) Product, service offered? 
(4) Customers? 
(5) Functions performed? 
(6) Profitability? 
(7) OWnership? 
(8) Social & political responsibilities? 




19. Do you develop alternative objectives? 
20. 
Within each of the above areas, selected 
and based on the study of external and 
internal planning premises? 
(Table 23) 
After developing the overall strategic 
direction for the company, do you establish 





(4) Research & development 
(5) Personnel 
(6) Finance, accounting 






















On the whole, the above overview seems to offer 
evidence for the validity of our assumptions but 
this confirmation must again be made with some 
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qualification. Although the South African planning 
companies braodly follow this planning stage, as found 
in our survey of planning literature and practices, 
they do not do it to the same depth as our findings 
indicate that overseas companies do. The various 
reasons for this failing have been advanced in our 
analysis above. 
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17. HOW POLICIES AND OTHER GENERAL GUIDELINES FOR ACTION ARE 
DEVELOPED 
17.1 Developing Policies 
The preceding analysis has covered the steps followed 
by South African planning companies in developing 
objectives. To achieve the objective, strategic 
guidelines, called policies, must be elaborated, and 
the overall objective extended into operational sub-
objectives, which are simply the means of carrying 
out the overall objective. 
These are simple definitions, but the practical 
application of these concepts has been found, in 
practice, to be fraught with great difficulties. It 
is not important; however, that precise definitions 
of the above terms be developed by managers, but it 
is vitally important that they understand the process 
of planning, and naw. different stages interrelate. 
To facilitate our analysis of how South African planning 
firms develop policies that help achieve their overall 
company objectives, let us consider two definitions 
of policy found in our study of the literature on 
planning : 
"A policy is a guide for carrying out action. It 
establishes a specific course of action that has been 
adopted as expedient in order to govern the operations 
of an organisation. Thus it expresses the philosophy, 
principles and purposes of the organisation, as well 
as its values. A policy is also a declaration of 
intent about an organisation's obligations and 
responsibilities. Since it indicates the manner in 
which the company wants to perform its activities, the 
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policy states how goals are to be reached. 11 <12 > 
The second definition reads : 
"A policy is basically a statement, either expressed 
or implied, of those principles and rules that are set 
up by executive leadership as guides and constraints 
for the organisation 1 s thought and action. Its 
principal purpose is to enable executive leadership to 
relate properly the organisation's work to its 
objectives." (l~) 
These two definitions clearly distinguish between 
policies and objectives; policies are called guide-
lines for action, whereas objectives are the ends to 
be achieved by that action. Policies must be set 
for all levels in a firm, from the highest to the 
lowe.st, to allow the executives to lead and guide 
their firms efficiently. Policies can be divided 
into two broad classes : (1) general, which are 
statements of principles that guide the organisation, 
and, as the classification suggests, these policies 
are broad and comprehensive and are basic to the 
direction of the company, deciding, for example, 
questions such as geographical location, product lines, 
diversification; and (2) specific. The latter group 
could be divided into major and minor policies. The 
major policies serve major functional areas, such as 
marketing, finance, production and so on (personnel, 
sales, finance, purchasing) or divisions and subdivisions 
of a firm. Minor policies are necessary for departments 
and sections within each major area (hiring, or 
discharging, employees, vacations, extension of credit 
to customers, restrictions to inventories, insurances). 
'Because each unit and department has its own objectives, 
these must, obviously, be kept in mind by executives 
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formulating policies. 
Only 37 firms, or 46,9%, of all reporting companies, 
express in overall policies the selected alternatives 
that best fulfil the company objective and still meet 
market, industry and company criteria. In the 
majority of firms the responsibility for coordination 
of these statements rests with the board of directors 
or chief executives. In seven cases planners are made 
responsible for this coordination. For a mine, a 
shipping line and a building society the production 
manager, the budget controller and the management 
committee respectively are responsible for this 
coordination. 
Major policies for all major functional areas are 
established by only 18 companies of the 79 reporting. 
On the whole the findings, the details of which can be 
found in Table 25, imply that South African planning 
firms are not fully aware of the importance of 
developing policies. Some anomalies could also be 
detected : a few companies report establishing a policy 
manual although they do not elaborate policies for 
individual functional areas. 
However, some comments, like the following one, show 
that the necessary attention is being given to statements 
of overall policy : 
"The answer must be qualified by saying that this aspect 
is presently being reviewed with a view of further 
development."· (A major manufacturer of motor vehicles) 
The importance of establishing policies for major 
functional areas is, for example, recognised by a motor 
company in the following statement : 
·i 
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"Still being developed." 
The details of how policies are established by south 
African planning companies will be given in the next 
section. 
Did the above analysis reveal some features that could 
be explained in terms of specific characteristics 
inherent to individual industrial groups? It does 
not appear so. Those firms that do not express 
selected alternatives in overall policies belong to 
all ind.us trial groups, and financial or organisational 
complexities do not seem to be the influencing factors. 
There is only one conclusion that could be drawn from 
the examination of our above findings, namely, that 
South African planning companies have not yet reached 
the same finesse in this planning stage as has been 
achieved by overseas firms. 
Yet one interesting feature has emerged from this 
analysis. Althougb our previous findings on objectives 
and goals have shown that the great majority of firms 
are paying great attention to financial aspects, only 
a few of them (39 in all) attempt to formulate overall 
guides for attainment of financial objectives and 
goals. Those firms that do not develop policies for 
these major areas belong, again, to all industrial 
groups, but interindustry similarities or differences 
could not be detected. 
The same pattern can be traced in the formulation of 
policies in the area of marketing. The smaller number 
of participants replying affirmatively in such areas 
as production, engineering and research and development 
can be understood because these areas are found in 
only manufacturing firms. Yet, even in these areas, 
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lack of attention to the formulation of policies is 
obvious. 
neglect. 
The personnel function shows a similar 
The anomaly found in the affirmative replies regarding 
the compilation of a policy manual has been mentioned 
separately. 
17.2 Planning Step No. 4 : Development of Policies and Other 
General Guidelines for Action - Validity of Our 
Assumptions 
~his planning stage has been discussed under the 
headings : 
(1) Selected alternatives are expressed in overall 
policy statements; 
(2) Major aspects of company operations are covered 
by policies; 
(3) Establishment of policy manual. 
The summary below shows the questions asked and 
answers received to these individual topics 
Questions of the Questionnaire 
21. After developing and evaluating 
alternative courses of action that 
will achieve the objective (s), do 
you express the selected 
alternatives in overall policies 
that best fulfill the corporate 
objective(s), an~ still meet 










Questions of the Questionnaire 
23. For what major aspects of each 
company's operations (e.g. marketing, 
manufacturing, personnel, etc.) are 
policies designed in your organis-
ation? 
( 1) Marketing 
(2) Production 
(3) Engineering 




24. Does your firm have a policy manual? 
(A framework within which many 
Positive Answers 









policy statements and their supporting 
procedures and rules can be organised) 
(Table 25) 
How should we interpret the above findings in an 
attempt to test our respective assumptions? In spite 
of many failings and shortcomings in this planning 
stage, it can again be stated that our hypothesis 
holds partly true because the participating firms 
adhere in the majority broadly to some steps of this 
planning stage as outlined in the universally accepted 
and used conceptual planning model. But their 
shortcomings in this planning stage are very severe, 
and will have to be corrected if their planning 
efforts are to be successful. 
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18. HOW DETAILED PLANS FOR REACHING CORPORATE OBJECTIVES AND 
CARRYING OUT THE CORPORATE STRATEGY ARE ELABORATED 
- DEVELOPING IMPLEMENTATION PLANS 
18.1 Operational Planning 
In section 14.3 we analysed the staff assistance and 
help given by top management to operating managers in 
their efforts to elaborate specific implementation 
plans. In section 15.7 one supplementary aspect of 
implementation planning has been analysed - the 
planning of premises for the development of implementation 
plans. 
This section encompasses the planning stage during which 
detailed plans (also called implementation, operational, 
tactical, functional plans) are prepared for individual 
functions and coordinated within the overall plan. It 
follows from the preceding analyses that, once ttte 
overall, long-term plan is developed, detailed plans 
must be elaborated for achieving the company:~;s 
objective(s) and for carrying out the overall plan. 
This stage in the planning process is, therefore, 
called implementation planning. Implementation plans 
vary for each area in a company depending on the type 
of operation of the firm, the firm's size, its 
organisational structure and the knowledge and skills 
of its executives. 
The current plans are normally modelled on past plans, 
but care must be taken to look beyond them and to 
remain creative. Using old plans as a basis for 
increasing sales by a certain percentage or cutting 
costs by another percentage is obviously not planning. 
The universally applied conceptual model requires that 
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in approaching this stage of the planning process, the 
necessary planning efforts must be defined, key factors 
identified, goals, derivative strategies, policies, 
procedures and rules developed, controls established 
and planning efforts coordinated. The task of 
coordination and integration requires a considerable 
amount of additional formal and informal communication 
to produce an integrated company plan; a systematic 
and thorough approach is essential if success is to be 
achieved. 
Table 26 illustrates to what extent detailed plans 
are developed for achieving a corporate objective and 
for carrying out the overall strategy. In this area, 
the performance of South African planning companies is 
low. Only 43 of the 79 participating firms carry out 
this activity and they belong to a wide spread of 
industrial groups. Undoubtedly the firm's size and 
its organisational complexity are the compelling 
factors. Those firms that do not carry out this 
planning step are to be found in all industrial groups. 
Moreover they may not yet feel the need to do so and 
probably lack the required kn~wledge and skills. 
In regard to the second step (specification of sub-
objecti ves and determination of derivative strategies, 
policies, procedures and rules) the situation is even 
worse. This very poor performance over a wide area of 
industry, can be assigned without doubt to the lack of 
knowledge and skills of the firms' planning executives. 
The analysis of how South African planners develop 
step by step plans of action in various planning areas 
is summarised in Table 26A,and their appr9ach to 
individual areas will be examined below : 
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(A) Marketing : Only 46 firms (of 79 participants) develop 
detailed programmes in this area. Those firms that 
do not carry out this detailed planning are either 
relatively small or their marketing-is planned for. 
them by some head office or holding company (e.g~ coal 
mines, gold mines, diamond mines). 
The fact that four of six participating stores do not 
elaborate detailed marketing programmes is interesting 
because it is contrary to one's expectations. In the 
iron, steel, engineering and electrical industries 
about 25% of participants do not carry out this 
function, and in motor and transport firms this 
percentage represents about one-third. The reasons for 
this shortcoming will be given below. 
(B) Products and Service : !n this area we find a similar 
pattern, and this is to be expected. No firm can 
carry out detailed production planning if a detailed 
marketing programme has not been carried out to begin 
with. No interindustry similarities or differences 
could be detected in this area of planning. The same 
pattern as above exists for the iron, steel, engineering 
and electrical and motor and transprot sectors. 
(C) Competition : One would again have expected that 
companies are forced to pay increased attention to 
this area of planning. Yet our analysis does not 
confirm this. South African firms pay little attention 
to this area.of planning and their lack of interest 
is spread throughout all industrial groups. This 
pattern may be due to the highly beneficial environment 
in which South African firms still operate or to a 
special protection they enjoy - oligopoly and monopoly. 
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(D} Financial Function : A greater interest in detailed 
planning has been found in this area but only 75% of 
industrial organisations are drawing up detailed 
financial plans - the same percentage as observed in 
the above three areas of planning. The 25% of non-
planning firms cover both large and small firms. 
(E} Marketing Research 
(F} Advertising, Sales Promotion 
(G} Sale's and Distribution 
{H) Marketing Organisation 
(I) Marketing Personnel 
The overall percentage of all participating firms 
carrying out detailed planning in the above functions is 
rather small (from 32 to 42 firms of the 79 particip-
ants). The reasons for these shortcomings are the 
same as above : on the one side a highly benevolent 
and protective environment, and on the other side, 
a lack of knowledge and skills of planning executives. 
Lack of planning knowledge is again shown by answers 
and comments relating to questions concerning the 
coordination and integration of individual operating 
plans within the overall, comprehensive company plan 
and the inclusion of a summary of strategic, 
individual operating and staff plans and budgets in the 
overall company plan (Table 260). In our introductory 
notes to this section we have explained the steps 
applied by the contemporary planning methodology to 
the implementation of plans. These steps include, 
among other activities already described, the 
determination of sub-objectives, derivative strategies, 
policies, procedures and rules. unless these steps 
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are carried out, no coordination and integration of 
individual operating plans can take place. 
Yet, in spite of these shortcomings and the findings 
on detailed planning in different planning areas, 61 
. (Table 260) 
firms of 79 respondents·7state that they carry out 
the coordination and integration of individual 
operating plans within the overall comprehensive company 
plan. Only 29 participants have stated that they 
formulate the specification of sub-objectives and the 
determination of derivative strategies, policies, 
procedures and rules (Table 26) and only 26 firms have 
stated that they include a summary of strategic, 
individual operating and staff plans and budgets in 
their overall company plan. It could be concluded 
that only a number of firms between the above two 
figures of 26 and 29 practice implementation of plans 
as outlined in the conceptual model. 
18.2 Outline of 5-Year.Overall Company Plan 
The final overall company plan is prepared on the basis 
of this preliminary operating and staff planning, and 
the budgetary and top management reviews. 
The findings of our survey of planning literature and 
practices indicate that to integrate the planning 
material into a single plan is by no means a small task. 
In a large firm it may be an enormous one. Such a 
plan would include at a minimum a summary of both 
strategic plans and individual operating and staff plans 
and budgets. A typical outline of a comprehensive plan 
as found in the literature<14> has several sections and 
usually covers the following aspects : 
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I Business Results Summary 
II Business Environment 





Cost & Productivity 
Facilities 
Personnel 
Product line performance 
IV Most Important Problems & Opportunities 
V Business Strategy 
VI Major Business Plans & Programmes 
VII Business Results 
.Appendix_ I Line Analyses· & Plans 
Appendix II Cost Analyses & Plans 
Our analysis shows that only 22 companies were able or 
" willing to outline a comprehensive five-year plan and 
some examples of their respective approaches are 
illustrated below. This result clearly confirms our 
previous statement concerning the implementation 
planning stage as overall plans can be prepared only 
on the basis of preliminary line operating and staff 
·planning 1 as well as budgeting • 
. Compare the few outlines offered by South African 
planning companies with the above framework. 
Four-year plan elaborated by a sugar company :. 
(1) Goals and strategies 
(2) Capital plans 
(3). Marketing plans 
t4) Sales and profit plans 
(5) Consolidated group plan 
~ 
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Five-year plan prepared by a chemicals manufacturing 
firm : 






Responsibilities for actions 
A very large industrial company outlines its compre-
hensive five-year plan as follows "We establish 
objectives as to profit, dividend cover and return on 
investment. We establish areas in the business in 
priority of importance where we must succeed in order 
to attain the above objectives. These areas would 
include financial, marketing production and personnel 
matters, and we develop specific objectives covering 
these Critical Performance Areas, nominating senior 
personnel and deadline dates for regular monitoring 
purposes." 
Another similar group offers the following approach 
I Group Basic Purpose 
II Group Policies 
III Assessment of Environmental Factors 
IV Group Strengths and Weaknesses 
v Group Objectives and Strategies 
VI Group Financial Plan and Budget 
A five-year plan elaborated by a company manufacturing 
refractories has the following sections : 
( 
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(1) Sales Forecast 
(2) Plant Capacity 
(3) Cash Flow 
(4) Product Development 
(5) Personnel Development 
Compare the following outline of an overall company 
plan with the above format : 
First Schedule : Summarised Profit Statement scheduling 
the year-by-year expectations of the present business 
(i.e. present products in present markets using present 
facilities and resources) and separately identified 
projects, ending with a summary of the total year-by-
year profit expectations of the business. 
Second Schedule : Summarised Assets Employed Schedule 
giving a forecast of the assets to be employed by the 
present business and the projects ·as detailed on the 
previous schedule. 
Third Schedule : Assumptions - This schedule describes 
the assumptions and premises on which the forecasts are 
based. 
Fourth Schedule : Project Plans - A separate statement 
is completed for each project detailed in the first and 
second schedules. This statement gives the objectives 
of the action, the overall time schedule and the 
assumptions and premises on which this particular 
statement is based, and then goes on to detail a year-
by-year profit and loss statement for the project, 
fixed and working capital requirements and manpower 
requirements. 
- 283 -
Fifth Schedule : A year-by-year prof it and loss 
statement for the total business, i.e. the present 
business plus all detailed projects. 
Sixth Schedule : A balance sheet giving a year-by-
year development of the operation's balance sheet. 
Seventh Schedule : A cash flow analysis which forecasts 
the operation's year-by-year funding requirements. 
Eighth Schedule : A manpower statement detailing the 
operation's expected year-by-year manpower requirements 
in terms of specified manpower categories. 
Nineth Schedule : An analysis of the operation's sales, 
. ' . 
gross pr<.·fits, expenses, net profit and current assets 
in terms oi its major product groupings. 
This outline has been adopted by a large firm 
specialising in the manufacture of steel tubes~ pipes 
and fittings and similar products. 
A large firm, producing several product lines, with 
eleven divisions and a very large workforce comments as 
follows : 
"Individual Plans of Each Major Division are not 
presented to the Parent Company ·Board. 
(1) The individual plans of each division are converted 
into financial plans, based on the existing invest-
ment and other resources available to each division 
at that time. 
(2) Divisional plans are consolidated into a Group 
Financial plan which shows the estimated growth 
of the group based on existing resources. A 
'momentum' line of future profits is then drawn 
graphically. 
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(3) Having evaluated the shareholders expectations 
of future growth, a pJ::ofit 'potential' line is 
shown against the 'momentum' profit line. The 
'gap' between the two is then studied and a Group 
Strategic Plan prepared so that the profit gap may 
be closed. For example, if the future growth of 
the Group Profits is RS million short of 
expectations (or potential), policies are agreed 
on (a) how this can be rectified, (b) in which 
areas future investment of finance or manpower 
should be directed, (c) how finance can be raised 
for future investment, (d) when investment 
decisions have to be taken,(e) who will be 
responsible for implementing plans to close the 
'profit gap'."· 
Obviously, the two firms above have both independent 
planning units. What is interesting to note, however, 
are the different backgrounds of their planners. In 
the first case, the planner has an engineering and 
administration background (B.Sc. (Eng.) + M.B.A.), and 
in the second case the planner is a finance specialist. 
These backgrounds can be clearly detected in their 
resp~ctive approaches to planning. 
A.firm whose activities cover most sections of the 
economy· states the following : "Our plan is not 
strictly an action plan with objectives stated in 
specific -Eitfre"~ which are used as a control tool. Our 
Group Plan is the sum of the individual divisional 
plans which amount to statements of intent supported 
by financial and manpower forecasts made by the 
responsible managers and accepted after examination 
by the executive. It is not a strategic plan in itself 
but is used as a basis for strategic decisions to be 
made by the executive." 
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Some firms identify a comprehensive three- to five-
year plan with a mere statement of the firm's objectives, 
as indicated by the following comment : 
"The plan is essentially : 
• 
(1) To increase the share of the market. 
(2) To improve profitability and return on capital. 
(3) To develop new outlets for products. 
(4) To improve the efficiency and productivity of the 
organisation with special reference to training 
and motivation of staff." (A chemical company) 
Or by the following statement 
"Three-year business plan : 
(1) Increase earnings per share, dividend per share, 
net asset value per share as detailed in financial 
forecasts. 
(2) Concentrate in depth on existing activities, and 
embark on new activities only if sufficiently 
large. 
(3) Improve quality of earnings, if possible. 
(4) Maintain independence of ownership. 
(5) Maintain integrity, staff social interests. 
(6) Maintain flexibility." (A motor company) 
Naturally, there were also responses similar to the 
following one : "This is our business and confidential, 
and our responsibility to our shareholders." (A firm 
from the building and allied industries group) 
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18.3 Planning Step No. 5 : How Detailed Plans are Elaborated, 
Including the Sub-Objectives, Strategies and 
Administrative Guidelines Necessary for the 
Implementation of These Plans - Validity of Our 
Assumptions 
This stage of the planning process has been examined 
by an analysis of answers and comments to each of its 
steps which are shown below in the form of our 
questiqns covering these steps. At the same time we 
again use a summary of replies received as an overview, 
and assume again that if the majority of answers are 
affirmative to each step, this is evidence of the 
validity of our assumption. 
Questions from Questionnaire 
25. Are detailed plans for reaching 
corporate objective(s) and carrying 
out the corporate strategy developed 
in your firm? 
(Table 26) 
26. Do you specify sub-objectives, and 
determine derivative strategies, 
policies, procedures and rules in 
all planning areas? 
(Table 26) 
27. Do you develop a step-by-step plan 
of action in all planning areas? 





advertising & sales 
promotion 
Positive Answers 

















Questions from Questionnaire Positive Answers 
(100% = 79 
Participating Firms) 








C. Finance - financial limitations 
(Table 26C) 
taken into account in the 
overall company plans? 
overall financial objectives 
developed and specific 
financial resources required 
to meet the company 
objective(s) and operating 
requirements? 
forecasts made of how much 
these requirements met by 
generation of funds within 
the company and how much 
from outside? 
plans developed how to 
obtain funds from external 
sources? 
a system of financial 
controls established and 
maintained that cover the 
allocation and use of funds 
within the company? 
28. After implementation plans are completed, 
do you review them, do you coordinate 
them, and do you integrate the individual 
plans within the overall comprehensive 
company plan? 
(Table 260) 
29. Does your company's comprehensive plan 
include a summary of both strategic 
plans, individual operating plans, 

















Questions from Questionnaire 
30. Can you outline your company's 




(100% = 79 
Participating Firms) 
27,9% 
Although some of the outlined steps are not covered 
by the South African planning companies to the same 
depth as by their overseas counterparts, the examination 
of the information contained in the above summary offers 
evidence that our assumption that South African planning 
companies apply this planning step in the same way as 
found outlined in the accepted conceptual planning 
model is again valid. 
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19. HOW CONTROLS ARE DEVELOPED FOR MEASURING PERFORMANCE 
AGAINST PLANS 
19.1 Control in Planning 
The planning methodology studied indicates that to 
attain the company objective(s), performance standards 
consistent with the objective(s) must be set. In 
addition an adequate information system must be 
installed to provide data for comparing actual perform-
ance with performance standards in order to identify 
and isolate deviations and to establish their 
importance. This must be done so that any corrective 
action that is needed may be taken to ensure that the 
resources of a company are used in the most effective 
and efficient way to achieve the company objective 
within the specified periods. 
As Table 28 shows, South African firms seem to realise 
fully the importance of controlling actual performance 
against planned objectives and goals. Only 12 firms, 
or 16,9% of respondents, do not develop and instal 
controls for measuring performance. These firms 
belong to the following industrial groups : one bank, 
two financial houses with industrial investments; 
one from the building and allied industries; one from 
the footwear and leather industry; three engineering 
firms; one motor and transport company; two from 
the paper and pulp industry; and one printing and 
publishing firm. All of them are small companies. 
A few contradictory replies have also been found. For 
example, one engineering firm states that it has 
installed budgetary controls, and yet reports, at the 
same time, that it has not installed any controls. 
There is one comment that deserves mention too, because 
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it seems to illustrate well the present situation 
among South African planning firms. It reads : "Not 
as effectively as desired, more training necessary" • 
. (A conglomerate) 
The performance standards must accurately reflect the 
intent of the plan and enable the manager to see to 
what extent the plan is in line with actual 
activities. The best known standard of control is the 
budget which helps control and coordinate the planning 
efforts. 
Management control, being only an extension of the 
'I 
planning efforts, translates plans by means of the 
budgetary process into specific operational goals, 
and communicates these goals via operating budgets to 
operating managers. It helps to express plans in 
terms of profits and so it tests their validity; thus 
it shows the effects of individual plans on company 
profitability. Finally, budgetary control is used to 
measure and evaluate the effectiveness of the 
planning efforts and plans, and by pointing out the 
deviations it helps to review and to·revise them. 
A budget is, therefore, a formal statement by management 
of its plans for a given period which will be used as 
guide during that period. Budgets should be prepared 
for each major operational and staff area. 
Our analysis shows that budgetary control as described 
above is appreciated by South African planning companies 
(Table 29). 
Only seven companies, or 8,7% of all, participants, do 
not use budgets for controlling their actual activities 
• 
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against their plans. Naturally, a budget will be 
only as good as the plans upon which it is based, and 
should never be mistaken for the entire plan as so 
often happens. While there are general rules for 
budget preparation, no two companies seem t? develop 
their budgets in the same way. This is influenced 
by the kind of company involved, by its organisational 
structure and complexity, and by the background of 
planners. 
i: ,. 
To of fer a complete picture of how budgeting is 
tackled by South African firms would mean describing 
every single individual case. .As budgets for individual 
operations vary, so budgetary review practices also vary. 
Budgets may be reviewed quarter~y, monthly or even 
weekly. 
To illustrate the variety of approaches, a few examples 
are offered pelow portraying the main approaches of 
specific groups. 
An ·international bank, for e~ample, has two main groups 
of budgets : 
(1) Budgets concerning their branch functions·; 
(2) Budgets concerning their head office and covering 
- promotion 
- personnel 
- central operations (controlling and planning 
finance and administration) . 
The review takes place annually • 
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Another bank has not yet developed budgetary control, 
and in a third bank it has only very recently been 
introduced. 
A coal mine's budgetary control will, obviously be 
quite different from the above system. It is developed 
for the following areas : mining, coal washing and 
screening, engineering, secretariatand survey. The 
review also ~takes place annually. 
A diamond mining company's approach covers : European 
labour, African labour, stores consumption, engineering 
and other services and consumption. Its budget is 
reviewed annually. 
The budget of a gold mine, 
down into departments, and 
held accountable for their 
are reviewed ~onthly. 
on the other band, is broken 
departmental heads are 
attainment. These budgets 
A financial company with industrial investments has 
budgets for every strategic investment, and the budget 
period may vary from one to fifteen years. A firm in 
the building industry develops budgets on a yearly basis 
for manpower, capital, profit, expenses, stock and 
debtors. A chemical company's budgetary control 
for a period of one year, reviewed quarterly, covers 
raw materials, production, stocks, expenses, sales 
and staff complement and costs. 
A firm from the clothing and knitwear sector 'has 
budgets for periods of six months covering production 
potential, overhead costs, stock levels and cloth 
buying, advertising expenses and salaries and wages. 
While another similar company controls, on a quarterly 





Within the groups of firms engaged in different 
industrial activities, budgetary controls are as 
different as are the activities of individual 
participating firms. A company manufacturing electrical 
appliances and supplies has budgetary control, with a 
one-year review period for plan and fixed assets, stock 
versus sales, sales, staff for individual sub-units and 
debtors and outside finance. 
Another firm manufacturing electrical transformers and 
similar products controls production, manufacturing 
costs, sales, coverhead costs, investment and profits. 
A company specialising in the manufacture of refractories 
and similar products has developed controls for all areas 
of revenue, all areas of cost and profits. A similar 
firm has budgets for sales, branch expenses and for 
manufacturing divisions. In the former company, the 
review period is on a monthly basis and the latter 
company has budgets established for three years with 
full details and for a further two years in broad terms, 
and review periods of a monthly and yearly basis 
respectively. 
For one engineering firm, budgetary control means a 
budget for total capital expenditure requirements from 
each cost centre, reviewed every two years. Another 
engineering firm comments : "Our budgets - on a one 
year rolling basis in every good detail-checked monthly 
- for ev~ry separate profit centre - textbook method -
all expenses, cashflow, turnover, stock, capital 
utilisation." 
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A different approach again can be found in the case 
of a paper and pulp company. Their budgetary 
control covers variable costs' efficiency and cost, 
fixed costs and volumes. The time period involved 
covers one year. 
A company from the printing and publishing sector has 
developed the following system : "All subsidiaries, 
profit divisions and service cost centres are controlled 
against monthly performance standards budgeted monthly 
by participative management." 
Stores' approaches to budgeting will be different again. 
One store establishes budgets for stocks of merchandise, 
expenses and personnel, while another store {a large 
chain retailing food and family clothing) has budgets 
covering sales, expenses and revenue. The first 
company reviews its budgets each month. In the second 
case, the company's Main Budget is for one year reviewed 
monthly and its Subsidiary Budget for one and five 
years, also reviewed on a monthly basis. Another 
large clothing retailing chain's budgetary control 
consists of an operations budget {branch sales, 
expenses, profits), a merchandise budget {buying, gross 
profits), an overheads budget (company and group), a 
cash flow budget and a capital budget. These budgets 
are reviewed annually. 
A large sugar producing firm budgets only for operating 
costs for one year, reviewed monthly. An oil company 
uses budgetary control, with a time period of one to 
six years, which covers marketing, manufacturing, 
exploration and distribution. 
Budgeting as it seems to be practised by many South 
African companies, pays a great deal of attention to 
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the quantitative implications of budgets while basic 
assumptions are not explicitly stated. Thus such 
budgets must, perforce, be focussed almost entirely 
on numbers and not on an analysis of basic assumptions. 
The human elements must be recognised in budgetary 
planning. If budgets are designed as tools to control 
performance through people, then the impact of budgets 
must be felt by everyone in the company. Those 
responsible for the achievement of budget performance 
should, therefore, be involved both in the setting of 
goals as well as in the establishment of budgets. 
This is essential as not everyone engaged in the 
planning process could, otherwise, realise the 
importance of the budget as a tool of implementation 
planning. This may be the position in sixteen South 
African companies (Table 29) that frankly admit in their 
comments that people in their respective organisations 
do not achieve the required awareness. 
19.2 People and Budgets 
In a general sense, budgets tend to become symbols 
arousing fear, resentment, hostility and aggression. 
People supervising the process of budgetary control 
process nee4 naturall» training in human relations. 
Some of the participating firms realise the necessity 
of this kind of training and comment on the different 
techniques employed by them to achieve greater particip-
ation of all those engaged in the budgetary process, 
so that tension, leading to inefficiency, aggression 
or even a complete breakdown, can be avoided. The 
techniques are illustrated below. 
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A bank has indicated, for example, that it intends 
in the future to use the 'Nominal Group' technique, in 
which a group of managers is presented with a 
corporate situation and is then divided into small 
groups which discuss the problems, later reporting back 
to the main group. A diamond mine feels that enough 
is done to promote its personnels' participation if 
the budget is drawn up by all management levels - from 
the highest to the lowest - and budgetary information 
circulated to all concerned. The situation is seen, 
however, differently by another diamond mine, where 
to obtain the required participation, Louis Allen's 
M.B.O. (management by objectives) technique is used. 
A manganese mine aims at obtaining the required 
participation by using a technique called 'job 
relations'. 'Large scale delegation of authority' is 
the remedy used by a financial industrial group. 
A large organisation (main products being footwear, 
luggage, wholesale and cash and carry lines; main 
services being shipping, transport, hotels and tourism) 
attempts to ,achieve the same aim through establishing 
'super-ordinate' goals and through clear communication 
which permits measurement of an individual's performance 
against budget. "These human relations techniques, 
differ to suit various departments" reports a firm 
from the building sector and a reply from a firm 
manufacturing plywood reads as follows : "Budgets 
built up from below and Personnel Department trains 
employees. Monthly report back as to performance." 
"Motivation through involvement in the budgetary and 
planning process right down the line" is the approach 
chosen by a firm specialising in asbestos cement, 
plastics and similar products. 
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On the other hand, a firm manufacturing chemicals 
does not use any specific technique. It believes 
that involvement of staff at all levels in the 
planning process is the answer to the problem of 
participation. 
"Lectures and seminars" are used to achieve the. 
desired participation and motivation by a firm 
operating in the furniture and household appliances 
sector; and a large industrial organisation comments 
as follows : "I don't understand the question ._ we 
certainly have spent time on this aspect." Another 
smaller concern gives the following answer : "A 
difficult question. We all think 'yes' but do not 
know." The report of another large industrial group 
reads : "The general manager of each plant meets the 
departmental heads at intervals to follow up on the 
objectives, and is able to coordinate the effort as 
he goes along. Likewise the chief executive or the 
group financial manager meet the General Managers on 
a similar basis." 
A laconic "Accountability"! is the ~echnique'suggested 
by an engineering concern and this view is elaborated, 
as follows, by a similar large concern : "Managers 
are held fully responsible and accountable for the 
results forecast in their plans." 
A motor company attempts to solve this problem through 
meetings, arranged twice a year, of all those engaged 
in the planning process. 
A major manufacturer of motor vehicles expresses the 
view that the desired participation can be achieved if 
all line managers participate in the preparation of 
budget planning in conjunction with their respective 
staffs. 
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"We are trying several now - but mainly better 
communication "motivation". We do not favour 
"scientific fads" as devised monthly in the magazines 
by 'experts'", is the answer given by a large 
engineering company. On the other hand, a company 
distributing newspapers, books, magazines and 
electronic machines comments· as follows : "Forecasts 
are built up by each management level involved and 
presented by them at a formal review session with full 
question and answer participation." One large chain 
store states that its method of achieving the 
necessary participation consists of goal setting and 
demands for results. For another store the M.B.O. 
technique is the answer, whereas a third store believes, 
again, in a deeper involvement of line managers in 
goal setting and budg~ting. 
A sugar company is, at present, studying the intro-
duction of human relations techniques. 
On the whole, only 25 companies confirm. that they use 
these techniques to increase the personnel participation 
many of them without specifying the kind of techniques 
used. 46 Respondents admit that they do not apply 
techniques at all (Table 30). 
The above analysis would suggest that, in many South 
African planning companies top management seem to use 
budgets mainly to 'motivate' or, said more explicitly, 
'to exercise pressure' on their employees and to 
obtain higher results. 
From answers and comments relating to this planning 
step, it seems to the writer that the principles and 
techniques of behavioural science are neglected. 
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During review meetings, those involved in the budgetary 
process are, in reality, asked to accep~, reject or 
modify the budget, which, in the majority of cases, 
was inspired and constructed by the financial experts 
of the firm. They are not asked to help create 
their own budgets. 
19.3 Measuring the Effectiveness of Planning 
Some years ago, the Stanford Research Institute(lS) 
studied the statement 'Why Companies Grow' and one 
major conclusion of this survey was that companies 
supporting formalised planning have shown a superior 
growth rate. Thus, formal planning does lead to 
success. 
Naturally, if planning is to be successful, two 
extremes must be reconciled and a correct balance 
between them established. To measure effectiveness 
of planning, both the long-range and implementation 
planning must be measured, but methods used for 
measuring effectiveness for each of these types of 
plannings differ. 
As far as implementation planning is concerned the 
measurement of its effectiveness may appear to be quite 
simple and easy. Budgetary control, its main tool, is 
a simple task because it tells to what extent the 
goals are being reached or not. However, to find the 
reasons when goals are not attained is often a difficult 
process. If a company's planning was poor, or if it 
failed to anticipate specific trends, then it may have 
difficulty in correcting problem situations because 
its objectives and goals have been incorrectly stated. 
The second major difficulty in measuring effectiveness 
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of planning through budgetary control is the. 
unreliability of many standards used by firms to 
measure performance. Yet, in spite of these short-
comings, the budget is a very useful tool for 
measuring the effectiveness of implementation planning. 
However, since. budgets cannot be used so easily to 
measure the effectiveness of long-range planning, one 
of the principal criteria in judging success of 
planning is return on investment. Yet, success in 
this area cannot always be directly related to 
specific planning efforts because many other factors 
may be influencing it. 
must be found and used. 
Thus supplementary criteria 
Bruce Payne(lG) suggests that the following criteria 
should be used during the initial stages of long-range 
planning 
(1) Has the planning team determined the key influences 
in the growth of the industry and evaluated the 
influence of .each? 
(2) Have the strengths and weaknesses of the company 
ftinctions to support the plan been projected far 
enough ahead? 
(3) Have the capacities of different company functions 
to support the plan been projected far enough 
ahead? 
(4) Is there a practical timetable? 
(5) Have alternatives been considered? 
(6) What provisions have been made for future reverses? 
In practice it is not difficult to judge the effective-
ness of long-range planning efforts after the first or 
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second year. The following questions can be used as 
a checklist : 
(1) Have the major objectives detailed by the plan 
been met? 
(2) Have the forecasted major environmental trends 
actually occurred? 
(3) Have the plans for meeting anticipated emergencies 
proved to be adequate? 
(4) Have new external developments been incorporated 
'into the plan as they have occurred, and have the 
major company programmes been continuously 
reviewed within the specified planning horizon? 
(5) Has the required return on investment been attained; 
was j..t better than that of competitors? 
(6) Is the company leading or following competition in 
product, market, facility development?(l?) 
Against this methodological background how do the 
South African planning companies measure their planning 
effectiveness? Their approach to it, obviously, varies 
considerably even in a specif~c group, as the examples 
cited below illustrate. No specific influences, 
dictated by the characteristics of individual 
industrial groups, could be traced. 
Yardsticks used by South African planning companies to 
measure the effectiveness of their lbng-term planning : 
"- Realism - comparison of planned and achieved results 
- Use to managers 
- Are overall objectives actually being achieved?" 
(A bank) 
"Advertising and market research surveys" (A bank) 
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"Profitability and market penetration criteria" 
(A bank) 
"Monthly cost figures are compared with budget figures 
and variances examined" (A coal mine) 
"Through achievement of stated objectives" (A diamond 
mine) 
"By results" (A diamond mine) 
"By monthly reviews of actuals against budgets" (A 
gold mine) 
"By performance against objectives" (A manganese mine) 
"By the measurement of performance against budget and 
current planning against past planning" (A large 
holding industrial company) 
"Against performance" (A financial industrial firm) 
"By comparison of actuals against plans" 
large holding industrial group) 
(A very 
"Through efficiency indices, financial controls and 
results and many more" (A firm in the building industry) 
"(1) Production; (2) Quantity sales; (3) Sales 
volume comparisons but after allowing for price 
fluctuations" (Another firm in the building industry) 
"Through monthly comparisons and reports written on 
variations" (A firm manufacturing plywood) 
"Mainly financial - return on capital employed" (A 
chemical firm) 
"By measuring the achievement against the Plan" 
(Another chemical firm) 
"By profitability" (A third chemical firm) 
"Against financial results" 
clothing) 
(A firm manufacturing 
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"Actual performance is compared with budget. Variances 
are examined not only to monitor performance but also 
to verify budget accuracy" (A firm manufacturing 
household articles) 
"(1) Results versus Year 1 .Plan; (2) Periodic review 
meetings with all companies concerned" (A very large 
industrial holding company) 
"Return on net assets employed" (A firm manufacturing 
electrical transformers and similar products) 
"(1) Short-term: accuracy of budgeting achieved; (2) 
Long-term:growth in earnings per share of the group" 
(A firm manufacturing industrial porcelain and 
refractories) 
"By continuous informal review and formal reviews each 
quarter. Primarily measurement of actual performance 
against agreed non-quantified and quantified goals and 
objectives" (A large industrial group) 
"Financial results in relation to utilisation of assets 
and growth of an actual rate" (A motor company) 
"Measurement against budget which in turn is measured 
against the return on capital required by the Holding 
Company" (Another motor company) 
"By constantly living close to the action and assessing 
how things are going along in each area - best 
intelligence we can get from market. But close 
attention to financial return against budget" (An 
engineering firm) 
"No formal measurements exist. Management itself has 
expressed the wish to be judged on its performance 
against the group plan. Those responsible for its 
group execution share in the equity of the firm" 
(A printing and publishing company) 
"Actual performance compared to budgets" (A store) 
"Actual results are measured against forecast at 
two months intervals in the case of budgets, and 
annually in the case of five year plan" (A sugar 
company) 
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"Quarterly appraisal of performance of financial 
criteria. Monthly of volume objectives" (An oil 
company) 
Many more similar approaches could be cited, but all 
confirm that the vast majority of South African 
planning companies attempt to measure only.the effective-
ness of their implementation planning. 
Among 79. participants a very few companies seem to 
realise what is involved in measuring long-range 
planning effectiveness... Perhaps the best among 
them are those that made the following two statements : 
"While the importance ·of this measure is recognised, 
processes and criteria for measuring the effectiveness 
of planning must still be developed" (A large 
industrial group) 
"Very difficult - generally by stable growth - less 
shocks, less ~isks!" (A chain store retailing 
clothing and footwear) 
It is, therefore, not surprising that 24 companies do 
not measure the effectiveness of their planning efforts 
at all. 
19.4 Advanced Techniques Used in Long-Range Planning 
The budget is not, ·however, the only management tool 
control tool used in planning. Quantitative and 
graphic analysis, electronic data processing and 
systems simulation can also be employed by planners 
to improve their planning efforts. 
A term such as 'advanced techniques' means different 
things to different people, The techniques listed 
in our questionnaire are not widely used by South 
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African planning firms for long-range planning, but 
our analysis indicates that at least a few companies 
have been using them for some time with worthwhile 
results. To avoid confusion .as far as the terms used 
are concerned, we have employed, in our study, the 
most frequently used in the relevant literature. 
Even so, some participants did not understand some of 
these terms, as question marks seem to suggest. 
Table 31 illustrates the use of these t~chniques, but 
before a summary of these find'ings is given, a few 
clarifying remarks are necessary. 
Linear programming is a mathematical technique for 
optimising the use of resources (money, raw materials, 
machines, space, transportation, equipment, time and 
personnel) to achieve specific goals. The term 
'linear' describes a directly proportional relationship 
between one or more variables, and 'programming' means 
the mathematical techniques used to find the optimal 
solution. 
Dynamic programming is used where resources are 
allocated in a sequence of interdependent decisions 
over a period of time, and the aim is to obtain the 
the maximum return on the entire sequence of decisions. 
It can be used for solving problems in every major 
business area - marketing, production or financial 
planning. 
The decision theory is a method for selecting the best 
course of action from among several alternatives under 
conditions of uncertainty. It is also referred to as 
decision-making under uncertainty, or a statistical 
decision theory. The theory of probability deals with 
random events whose outcome is determined by chance; 
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using techniques of Bayesian statistics the decision-
maker can estimate subjectively the probabilities 
of events under conditions of uncertainty. Combining 
these estimates with the expected consequences, 
planners can decide which course of action is most 
likely to give an optimal solution. 
The .theory of probability can be used in capital 
budgeting, product pricing, inventory decisions, 
launching a new product and in buy-or-make decisions. 
Queuing, or waiting line theory, is a mathematical 
technique used in planning for scheduling and handling 
the arrival and service of some kind of unit. Using 
this theory, planners can determine the most economical 
balance between the cost of waiting for service and the 
cost of providing additional facilities. 
Game theory - also a mathematical technique - is used 
in competitive situations in which the success of one 
party is realised at the expense of others. The 
decision-maker thus does not control all the factors 
influencing the outcome. 
PERT (programme evaluation and review techniques) and 
CPM (critical path method) are used in the planning 
and scheduling of projects. Both are graphic 
network techniques used to achieve the maximum 
utilisation of manpower, machines and time for a 
project. A project is divided into its components 
and the sequence of activities needed to complete the 
project is determined. The project is then presented 
in the form of a flowchart. 
Both techniques are used to decide (a) whether to 
undertake a project, (b) to develop a plan for carrying 
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it out, and (c) to control its progress. 
The above techniques are used mostly for short-term, 
operational planning. Yet many such situations may 
have long-term implications and thus these techniques 
can be used at all levels of planning. 
Most models described can be used as vehicles for 
simulation. Basically one uses simulation when it 
is possible to formulate a model which is too 
complex for analytical determination of optimal 
solutions. But the structure is sufficiently well 
understood for it to be possible to try out a range 
of possible values of parameters and determine the 
results of changing these impact values. Then 
within limits of the stochactic nature of the model 
it is possible to find by repeated trial and error 
which values of the decision variables give the best 
(most desired) results. 
The table below indicates the techniques used by the 
firms investigated . . 
Linea~ programming by 12 companies or 15,2% 
Dynamic programming by 4 companies or 5,7% 
Decision theory by 12 companies or 15,2% 
Probability theory by 15 companies or 18,9% 
Waiting line theory by 6 companies or 7,6% 
Game theory by 2 companies or 2,5% 
PERT by 19 companies or 24,0% 
CPM by 16 companies or 20,2% 
Model building and 
simulation by 29 companies or 36,8% 
Other techniques by 14 companies or 17,8% 
( 
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The 'other techniques' above include Open Pit 
Design Model; Mine!:; Financial Model, Draw Control 
Model for Production, Ore Reserve Models (for 
associated companies) (a diamond mine); and 
Growth/Market Share Matrix, Learning Curves (a 
chemicals distributing company). Also Mix-Integer 
Programming (another diamond mine). 
The following comments highlight the present situation 
among South African planning companies as far as the use 
of management techniques is concerned. The first two 
come from companies that have either recently introduced 
or are at present attempting to introduce these 
techniques : "Model building is being used and developed 
more and more!" (An engineering concern); and "We 
are presently studying the application of scientific 
techniques including the above utilising a more powerful 
computer installation than is presently available." 
(A major motor vehicles manufacturing firm) 
A third statement has been made by a very large 
industrial organisation that has been experimenting 
with quantitative techniques for many years, and is 
most significant : "The response here perhaps over-
states the situation; to a lesser or greater degree 
these techniques have and are being used in developing, 
evaluating and controlling a specific project, but our 
experience has shown that by and large, they are 
unnecessary." 
There is no doubt that some firms belonging to specific 
industrial groups favour the use of quantitative and 
graphic techniques more than others, and our findings 
show that such firms belong to the following industries: 
diamond mines, financial houses with industrial 
investments, building and allied industries, chemical 
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industry, iron, steel, engineering and electrical 
industries, motor vehicles industry, paper and pulp 
industry, printing and publishing industry, oil 
companies and some stores. 
On the other hand, the following industries have little 
.or no interest in 'advanced techniques' : banks and 
building societies, beverages and hotels industry, gold 
mines, coal mines, metals and minerals mines, _ 
clothing and knitwear industries, sugar industry and 
footwear and {leather industry. 
19.5 Information System 
In order to plan and make decisions, managers require 
information. To collect, store and disseminate it, 
some kind of processing system is necessary. Inform-
ation processing may be performed manually, by 
electrical accounting machines (punch card system), or 
by electronic data processing machines (computers). 
The information required for planning is broadly of 
three types : 
(1) Environmental information describing the 
social, political and economic aspects of the 
environment in which a company operates or may 
operate in the future. 
(2) Competitive information explaining the past 
performance, programmes and plans of competing 
firms. 
(3) Internal inform~tion which indicates a company's 
own weaknesses and strengths. Internal data can 
be thought of as of three types : (a) quantitative 
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financial, e.g. sales, costs, cost behaviour 
relative to changes in volume; (b) quantitative 
physical, e.g. productivity, share of market, 
delivery performance and manpower resources; and 
(c) qualitative, e.g. changes in consumer taste. 
In reporting internal data, a company's information 
system must be discriminating and selective, 
focussing particularly on those factors that lead 
to success. 
A set of management reports is needed, regularly 
covering the above three categories of planning data to 
support the planning process efficiently. The amount 
of information varies naturally from company to 
company depending again on such factors as the nature 
of the industry, the size and operating t.erri tory of 
the firm, and last, but not least, the acceptance by 
management of planning as an essential function. 
Obviously, it is of the utmost importance in every case 
for management to formalise the collection, transmission, . 
processing and the presentation of planning information. 
The study of literature on planning and of planning 
practices reveals that the most effective approach to 
determine the information required for planning is 
to relate the three types of data described above to 
the steps of the planning process, thus : 
(1) Planning and organising the planning effort. 
(2) Defining planning pr~mises. 
(3) Determining the company objectives. 
(4) Developing policies and guidelines for action. 
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(5) Developing implementation plans. 
(6) Coordinating and controlling planning. 
(7) Reviewing of plans. 
However, to describe the kind of information related 
to the above steps and needed by planning managers 
we can expand these steps in the following terms : 
Step 1 
Step 2 (a} The evaluation of present situation. 
Step 3 (b} The identification of alternative 
objectives and the selection of the 
best alternative. 
Step 4 (c} The identification of means to achieve 
the specified objectives. 
Step 5 (d} The evaluation of these means and the 
selection of the most desirable means. 
Step 6 
Step 7 
(e} The implementation of these means in 
order to pursue and achieve the objectives. 
(f} The control of actual performance and 
the feedback of variations between 
the planned and achieved results. 
A manager's effectiveness depends on the quality, 
completeness and relevance of the information that 
flows to him and on his skill on using these data. 
With technology changing so rapidly, with the time 
factor becoming increasingly critical, with organisations 
becoming larger, with more diversified product lines, 
and with a greater geographical dispersion, it is 
inevitable that South African executives rely more and 
more on formally presented information as Table 32 
clearly indicates. 
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From 79 reporting companies 
61 companies have manual data 
processing systems 
10 companies have an electrical 
100% 
77,2% 
data processing system 12,7% 
45 companies have an electronic 
data processing system 56,9% 
5 companies have manual and 
electronic data processing systems 6,3% 
8 companies have manual and 
electrical data processing systems 10,1% 
3 companies have all three data 
processing systems 3,9% 
Is electronic data processing adopted more by some 
firms than by others? Are there some special factors 
that would facilitate or even dictate its adoption? 
We could detect only one factor - the organisational 
complexity such as is found in multiplant or multi-
divisional firms or conglomerates in which an enormous 
mass of data must be gathered, digested and presented 
in usable forms to management. However, the findings 
also confirm that firms employing both manual and 
electronic data processing systems are found in all 
industrial groups. The use of electrical data 
processing systems seems to be favoured by smaller firms 
in all industrial groups. But they are also used by 
some larger firms such as banks, gold mines, financial 
houses with industrial investments, building and 
allied industries, the chemical industry, furniture and 
household appliances group, packaging industry and 
the sugar industry. The specific reasons in such 
rather isolated cases (an average of one firm per 
group) are that they probably have a more traditional 
and cost-conscious management. 
) 
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19.6 Computerised Planning 
The increasing complexity of firms operating in a 
dynamically changing environment has resulted in 
the development of computerised company planning systems 
in many firms during the last.ten years. This kind of 
planning can be defined as the use of computers to 
simulate the effect of alternative courses of action 
on the achievement of company objectives. It ranges 
from the complex, sophisticated linear programming 
model to the modular simulation systems being developed 
today. 
Using' traditional methods, executives cannot expl'ore 
a number of alternatives rapidly or review projections 
as conditions change. The computer is thought to be 
.the ideal tool for achieving this aim. However, very 
few executives realise that a major prerequisite for 
success in this direction is good organisation, and 
progressive management. Such conditions., unfortunately, 
are seldom met, and so modelling is, at present, 
generating more problems that it can solve. 
All major computerised planning. installations, {with 
a few exceptions as illustrate.a below) , used by South 
African planning companies a·re financially oriented, 
and their primary objective is to shorten the time 
taken to develop budgets by simulating alternative 
strategies at the group or top management level before 
preparing detailed budgets at the divisional or 
factory level. 
There are only 22 South African companies using computer-
ised planning, and four firms are about to.~ntroduce it. 
We shall again use the respondents' descriptions of the 
types of models used and functions performed by such 
models. 
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COMPACT programs. Both these installations are used 
for the simulation of profits, etc. for future years. 
An oil company describes the use of its computer 
. planning models as follows : "Linear programming models 
to optimise crude oil processing to meet public demand. 
Facilities to study alternatives and sensitivities. 
Optimisation of cost proceeds relationship." Another 
oil company uses linear programming and mixed integer 
programming models mainly for distribution and refining 
problems. 
One large industrial group that has h.ad a good deal of 
experience in planning, comments very significantly 
"The use of computers and computer models for dorporate 
planning has not been ruled out; we just have not got 
that far. (This statement of course ignores the 
considerable use made of our computer to consolidate 
- as opposed to prepare - our short-range plans.)ri 
Table 33 gives details of the above analysis. 
South African .companies using computerised planning 
belong to the following industrial sectors : banks and 
building societies (1), diamond mining (2), gold mining 
(1), financial houses with industrial investments (1), 
chemical industry (1), clothing and knitwear industry (1), 
iron, steel, engineering and electrical industry (3) 
motor and transport (2), paper, pulp, packaging (2), 
printing and publishing (1), chain stores (2), sugar (1), 
oil companies (3) and the service industry (1). The 
organisational complexity seems to be the main influencing 
factor for the introduction of computerised planning 
although there is no doubt that in some cases it might 
have been the selling skill of the computer manufacturers' 
agents. 
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19.7 Planning Step No. 6 : Coordinating and Controlling 
... 
Planning Validity of Our Assumptions 
Our approach to testing the hypothesis on this 
planning stage will be the same as in previous stages. 
We shall examine the affirmative answers received to 
our questions that cover the individual steps of this 
stage of the planning process by setting them in an 
overview, and using the same principle as before. 
Questions of the Questionnaire Positive Answers 
(100% = 79 
Participating Firms) 
31. Do you develop and instal controls of 
measuring performance against planned 
objectives and goals? 
(Table 28) 
32. Does your company use budgets for 
controlling performance standards for 
each major operational and staff area? 
(Table 29) 
34. Does everyone engaged in the planning 
process realise the importance of the 
budget as an implementation planning 
tool? 
(Table 29) 
35; Are human relations techniques applied 
in your firm in developing a method for 
obtaining truly active participation in 
the budget planning process? 
(Table 30) 
37. Does your company use some quantitative 
and graphic techniques in planning? 
(1) Linear programming 
(2) Dynamic programming 
(3) Decision theory 
(4) Probability theory 
(5) Waiting line theory 
( 6) Game theory 
(7) PERT 
(8) CPM 

















Questions of the Questionnaire 
38. What is the nature of your company's 
information system? (How do you 
collect, screen, rearrange and 
disseminate data required for 
planning?) 
(1) Manual system 
(2) Electrical (or electrotechnical) 
data processing system 









39. Do you use computer models for corporate 
planning? 
(Table 33) 27,8% 
The conclusion which can be drawn from the examination 
of the above data is identical to that formulated in 
our preceding chapter. There is strong evidence 
that our hypothesis that South African planning 
companies use the planning steps formulated in our 
above questions 31, 32, 35 and 38, is valid. However, 
South African companies lag behind American and 
European firms in the use of advanced planning controlling 
techniques detailed in our question 37 and in 
computerised planning covered by our question 39. 
Furthermore, South African firms do not apply human 
relati6n techniques to obtain truly active participation 
\ 
to the s~~1:: as American companies do. ~ ' .. 
-.___. -------
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20. HOW PLANS FOR A SUITABLE ORGANISATION AND STAFF ARE SET UP 
20.l Organisation for Long-Range·Planning 
Our survey of literature stresses the fact that while 
it is not difficult to establish a planning department, 
it is. a different task to develop an organisation that 
not only understands the planning process but that is 
also committed to the concepts and disciplines of 
planning. To develop such an organisation is one of 
the last steps in the planning process. Without an 
adequate organisation, plans cannot be carried out. 
It is an axiomatic saying that every strategy dictates 
its organisational structure. 
A planning organisation, like any other functional 
aspect of a firm cannot be established overnight. 
This process of establishing a planning organisation 
involves the resolution of the four basic problems 
(1) Grouping of related business activities. 
(2) Delineation of authority and responsibility 
within these groups. 
(3) Effective coordination between these groups. 
(4) Introduction of this new organisation, or 
introduction of an organisational change. 
To answer all the questions relating.to these problems, 
company plans, objectives, strategies, policies as well 
as implementation plans, must be examined to define all 
tasks and activities required for the attainment of 
company objectives. Based on this examination, some 
kind of organisation structure, accommodating all these 
requirements at all levels is developed. 
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How do South African companies accomplish this task? 
Only 50 companies of those participating in this 
survey, develop suitable organisations and staff to 
implement company plans and 49 have drawn organisational 
charts. Unfortunately, a large majority of South 
African companies consider their organisational 
structure to be highly confidential and are not 
prepared to divulge any details. 
We were, therefore, able to secure only a few charts, 
which are illustrated in Figures 17 - 24. These 
documents portray the different approaches to 
organisation planning by companies belonging to 
different groups. In only two cases (both large 
industrial groups) is planning a staff function. 
From the 79 companies, 22 companies do not have any 
organisational chart, and the question obviously 
) 
arises of how the responsibility and authority.patterns 
are defined and assigned, and how working relationships 
are established in these companies. Their individual 
answers will again best illustrate how the above tasks 
are performed. 
"Relationships are defined by means of general 
memoranda or circulars. While no organisational chart 
exists, there is no room for doubt about the extent of 
an individual's responsibilities", reads the reply from 
a large financial/industrial firm. 
Another company, active in the beverages and hotel 
industry, indicates that responsibilities and authority 
are defined and assigned on a completely informal basis. 
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A firm manufacturing glass and similar products solves 
the problem through weekly sales meetings of operating 
managers, monthly executive meetings in divisions, 
bi-monthly directors' meetings in divisions, and a 
quarterly main board meeting. 
Another firm from the same sector has only broadly 
delineated four main areas of responsibility and 
authority; those of the managing director, the 
technical director, the sales director and the financial 
administration. 
The answer given by an engineering firm takes the form 
of the following simple diagram : 
Managing Director 
. '~ Workshop Managers 




' In a firm manufacturing and distributing fluorescent light fittings, responsibilities and authority are 
defined and assigned by an executive committee con-
sisting of the company manager and six members, 
directly responsible to the managing director. 
A motor company also offers a simple diagram to show how 
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Another motor company replies : "An informal LsiE_/ 
organisation chart exists with specific responsibilities 
and authority attributed to all." 
In the following case - a large departmental store -
responsibilities and authority and working relationships 
are recommended by an executive committee to the board 
of directors, and then disseminated by the secretary 
to the managing directors of all subsidiaries. 
Details of these findings are to be found in Table 34. 
20.2 Planning Organisational Change 
Before any change is effected, a review of the 
existing organisation structure, job definitions and 
personnel must be carried out. Then the specific 
structural and personnel changes required to co~vert 
the existing organisation to the proposed structure 
should be listed, and an inventory of available man-
power resources drawn for staffing the new organisation. 
The organisational change should be designed so that 
advanta9e is taken of existing human resources. 
A well thought out participative approach will overcome 
many problems which are usually encountered in 
introducing major organisational change. This approach 
allows any resistance to change to be uncovered and 
helps to change employees' attitudes towards the new 
organisation. 
Naturally, not all changes require the use of a 
participative approach, for a lot depends on the 
individuals involved. 
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The literature studied does not suggest any hard and 
fast general rules for planning organisational change, 
because each situation requires a different approach. 
No matter how well planned the change may be, there 
is always, inevitably, resistance to it for reasons 
such as increased workloads, changes in status, new 
relationships, and so forth. Steps to reduce 
resistance to change must, therefore, be planned. 
To sum up : the different phases involved in 
planning organisational change are (a) the scope and 
nature of the change must be identified as well as 
the attitudes and feelings of the personnel involved; 
(b) a plan for introducing the change must be developed 
(in many instances the participative approach is very 
successful); arid (c) a plan must also be developed 
to reduce resistance' to change without compromising 
the objectives of the new project. 
To what extent do the South African planning companies 
pay attention to this stage of the planning projects? 
Every example cited below will confirm.our statement 
above that each firm, each situation, requires a 
different approach. 
A bank offers an example of how it identifies the 
scope and nature of the change and the feelings and 
attitudes of the personnel involved : "By the 
implementation of a management and organisational 
development progranune. Feedback from personnel involved 
is obtained regularly by formal job analysis and 
appraisal in which personnel involved participate 
actively." 
As far as their planning for introducing the change is 
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concerned, they say : "By anticipating new trends in 
the total epvirorunent and then by communicating to 
those involved in the form of a large group discussion 
(management conference)." Any resistance is overcome 
by communicating the major elements of the change to 
those involved •. 
Another bank solves all three problems through 
discussions during regular conferences at various levels. 
They also use management development programmes. 
A coal mine's reply to this problem is refreshingly 
simple and reads : "In a relatively small organisation 
such as this one (about 700 employees), everybody in 
the organisation knows everybody else. Any organis-
ational change is normally discussed fully with the 
personnel concerned. In general a fairly high degree 
of participation is achieved in decision-making, 
especially with the White employees. It is really only 
in the last 6 - 9 months that we have looked to our 
Black employee for any sort of participation. 
Changes are implemented with the minimum of· formalised 
planning. 
Resistance to change is overcome as much as possible by 
putting the person concerned fully in the picture, 
looking for their adivce on the matter; and acting on 
their advice where considered practicable." 
Another coal mine's approach consists of : (1) Assessing 
complaints, if received, and investigating failures; 
(2) Discussion; and (3) Instruction in the proposed 
methods. 
"Dynamic orgal,l.isational change has been achieved in 
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discussion groups which are established in accordance 
with an management development programme. Identific-
ation of scope and nature follows on analysis of 
performance results." 
This as f~r as the first problem is concerned. 
The comment of a diamond mine concerning planning to 
introduce change and steps taken to reduce resistance, 
is as follows : "Change model based on that (sic) 
Nederduitse Pedagogische Instituut - Thinking Process -
where principles and concepts are weighed against 
current situation - Motivation Process - stating 
objectives - Commitment Process - plan, create plan 
situation - Implement - Evaluate - Recycle. 
In thinking process (sic) individuals in discussion 
groups compare ideals, goals, c:oncepts, etc., against 
current situation. Argument, discussion, involvement 
encouraged. Final decision, however, to move toward 
proposed change, that of chief executive." 
A gold mine considers these problems in the light of 
a critical analysis of how each change affects every 
other process. Before changes are introduced the plans 
are explained to all personnel by means of free 
discussion in small groups to obtain acceptance. 
A manganese mine approaches this problem by 
discussing the scope and nature of the change and by 
identifying the feelings and attitudes of the personnel 
involved. A plan for the introduction of the change is 
developed through progressive reviews, and the resistance 
to change is reduced through submitting plans to 
everybody involved so .that their acceptance is obtained 
before implementation. 
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A group engaged in the manufacture of footwear and 
luggage and offering services in the fields of 
shipping, transport, tourism and hotels, uses the 
following technique : 
"(1) .Scope and nature of change and attitudes and 
feelings of personnel involved are identified 
by discussion with their immediate superiors 
and staff themselves. 
(2) Plan for introducing the change is decided at 
the board meeting. 
( 3) The res.istance to change is reduced by proper 
communication." 
"We have an excellent team of managers forming a 
committee dealing with these matters", comments a firm 
from the building sector on the identification of the 
scope and nature of change and feelings and attitudes 
of the personnel involved. A plan for introducing 
change varies according to circumstances, and resistance 
to change is reduced purely through good internal 
communication and understanding of the firm's objectives. 
A firm manufacturing glass describes its approach in the 
following simple terms : 
"(l).By general discussions and suggestions at all 
levels. 
(2) At meetings at various levels. 
(3) Give all levels a chance of expression." 
A plywood manufacturing firm uses the following method 
"(l) The personnel department has an office in each 
division; weaknesses are discussed with senior 
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management and plans are made to strengthen the 
organisation. 
(2) No plans are developed for the introduction of 
the change. 
(3) To reduce resistance to change the feelings of 
staff are investigated and any changes are fully 
explained." 
A chemical firm discusses· succession planning each year. 
Staff are assessed each year, and these assessments are 
discussed with the staff concerned. Organisational 
studies are also carried out from time to time. By 
planning retirements and early retirements this firm 
takes care of the human problems involved in 
organisational changes. An attempt is made to 
prepare staff for new responsibilities by training and 
transfer to other responsibilities. Changes are 
discussed with those concerned in an effort to convince 
them of the benefits of the changes in order to 
eliminate fear of insecurity because redundances are 
taken care of in a way which will not be hurtful to 
in.di viduals. 
The reply from a very large industrial holding company 
is "This varies enormously through the Group", but 
it confirms that it pays great attention to the problems 
of resistance to change. 
Another industrial concern identifies the scope and 
nature of change, as well as the attitudes and feelings 
of the personnel involved, through regular meetings 
between the managing director and the senior staff. 
Plans for introducing changes are developed by the 
managing director and the senior staff concerned. 
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"It is the function of the management committee to 
solve all problems involved in plans for organisation 
change", comments a firm manufacturing refractories. 
Quite a different approach is chosen by a firm 
manufacturing power and distribution electrical 
transformers. It employs consultants from time to 
time for advice in the area of planning for 
organisational change. Naturally, plans for introducing 
the change are devised by consultants in conjunction 
with management. No planning is done to reduce 
resistance to change. In a firm manufacturing structural 
steel, a personnel manager is in charge of that problem. 
A large industrial concern defines the method used as 
follows : "The scope and nature of the change and the 
attitudes and feelings of the personnel involved are 
identified : (a) primarily through reports (and the 
manner these reports are handled) of performance 
against budgets, plans; (b) secondly through spot 
investigations on methods of work." A plan for 
introducing a change is elaborated by .the chief executive. 
The problem of how to reduce resistance to change is 
very difficult and depends largely on the ability of the 
chief executive to appreciate that there is resistance 
to change, and to understand its nature. This depends 
very much on the personality of the manager and his 
ability to manage people. Basically, we have to go 
through four stages : 
Education (to enhance awareness, develop or lay 
psychology); 






Compare this with the following approach of a firm 
which manufactures bolts,rivets and similar items. 
Its management calls the affected personnel together, 
explains the changes, and gives reasons for promoting 
such changes. Attitudes and feelings are almost 
invariably shown at such meetings, and are acted on at 
the time. The plan for introducing the change is 
developed by making sure that all who are affected by 
the change are aware of it, and by preparing written 
instructions on a basis of a time schedule. To 
reduce resistance to change meetings of senior personnel 
are held at fairly frequent intervals with a view to 
keeping them abreast of any changes of consequence in 
the company. The works' personnel are kept informed 
of changes, policies, etc., through the medium of a 
works' council which is chaired alternately by the 
general manager and a works' representative (hourly 
paid personnel). Communication with non-White 
employees is carried out through a liaison committee, 
consisting of White and non-White members. 
The method used by a large conglomerate for planning 
organisation change is as follows : "Organisational 
change is planned by involving as many of the people 
that will be involved as possible, thereby gaining 
their participation, and 'reaping the maximum benefit 
from their experience." 
A firm manufacturing motor vehicles reports : 
"(l) An assessment of the change and the requirements 
which are generated is made. Against these 
requirements the most appropriate people are 
related and appointments are made, after full 
consultatiori with affected parties. Personnel 
plans to ensure continuity is (sic) constantly 
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being developed. 
(2) .The nature and timing of the change is related to 
the availability and suitability of the people. 
(3) The techniques of communication, participation and 
consultation are being used to the greatest 
practical extent." 
"Involving people", is the simple answer from a firm 
manufacturing paper and a printing and publishing firm 
illustrates its approach to the planning of organisation 
change as follows : 
"(l} Assess promotability potential of lower management 
levels for higher degrees of responsibility and 
authority. 
(2) Train personnel. 
(3) Communicate management plans throughout the staff." 
A firm engaged in the distribution of newspapers, 
magazines, books, stationery and electronic machines 
proceeds in the following manner : The ~anagement 
cails in all managers involved, suggests the change 
and asks for full information on ways to achieve the 
change with the full understanding and cooperation of 
employees. A plan for introducing the change is 
developed through seminars, training sessions and 
explanatory memoranda from the head office. To reduce 
resistance to change the management calls for criticism 
of proposals and attempts to answer them in detail. 
A large departmental chain solves the problems discussed 
through its executive committee but participation of 
people plays an important role in the process. On the 
other hand, a firm producing sugar has the followi!lg 
method : 
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."(l) Organisation of change is developed by each 
division's executive officer; changes at senior 
level are decided by the chief executive officer 
in consultation with a committee of the parent 
company's board. 
(2) Attitudes and feelings are (or should be) monitored 
by personnel department, who keeps senior 
executives informed." 
Another sugar company attempts to solve the problems 
described as follows "The scope and nature of the 
change is decided in outline by discussion between top 
line management and specialist staff. The implications 
are discussed with middle management, and, if 
appropriate, craftsmen to win support for the changes 
at their operating level. Due consideration is given 
to the attitudes and feelings of personnel involved 
and minor modification may be made to accommodate them 
providing the main objectives are agreed and maintained. 
To develop a plan for introducing the change - this 
has been covered above. The plan is developed in 
detail through discussion with those concerned to 
achieve broad objectives. 
To reduce resistance to change - this is done through 
discussion and persuasion to get all concerned either 
to agree to the change or at least to accept the 
change for a trial period." 
The last two examples come from two major oil 
companies. The first approach is described as follows : 
"(l) The strategic plan.highlights future major short-
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comings in the existing organisation. Action 
would be along the lines of communicati'ng the 
needs for change with those affected or having 
them identify the needs for change themselves 
and subsequently involving them in preparation 
of corrective plans. Full involvement will 
ensure adequate feedback with regard to feelings 
and attitudes of personnel affected. 
(2) (a) Then the extent of 6hange necessary is 
evaluated in the light of company resources 
and the anticipated future operating environment. 
(b) A plan is developed to achieve the desired 
changes. 
(c) The plan is implemented in accordance with a 
predetermined timetable for action. 
(3) Those affected should be 'sold' on the need for 
change. This requires their involvement in 
(a) identifying problem areas; 
(b) drawing up a plan for action; 
(c) implementing this plan." 
The second description reads : 
"(l) We continuously change our organisation. It is 
seen as a natural part of organisational development. 
Staff must accept this, and by and large individuals 
do not loose as a result of change. 
(2) Usually a special study group is made responsible 
for the development of the plan to introduce change. 
(3) As stated above the whole process of organisation 
change is considered to be part of a continuing 
routine. Staff who cannot adapt to this will, 
naturally, be unhappy." 
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From these last two descriptions one can clearly see 
the high level of sophistication of the planning 
process attained by these two oil companies. 
The examples above were selected to show. as many 
different approaches to the planning of organisational 
change as possible and to illustrate the level of 
awareness of South African firms toward this last 
planning stage. About 50% of all reporting firms 
do not plan for the organisational change. 
20.3 Planning.Step No. 7 : How Plans for a Suitable 
Organisation and Staff are Developed - Validity of 
Our Assumptions 
The procedure for testing our hypothesis on this stage 
of the planning process follows the same pattern as in 
previous stages. Questions that cover the individual 
steps of this stage are reproduced below in the form of 
a summary, together with the replies received. The 
majority of affirmative answers on individual steps will 
again be taken as evidence of the validity of our 
hypothesis. 
Questions of the Questionnaire 
40. To implement the plan does your firm 
develop a suitable organisation and 
staff? 
(Table 34) 








The above percentage of affirmative answers received 
from all participants are taken as evidence that the 
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two planning steps described above are carried out 
by them as"found applied by the generally accepted 
conceptual planning model and that, therefore, our 
hypothesis holds good. 
Naturally, as in other Western countries there are 
also South African firms that do not have any organis-
ational chart. In section 20.l we have analysed the 
answers received to our question No. 42 and have 
offered examples of how such companies define and assign 
the responsibility and authority, and how they establish 
working relationships. No summary is possible in this 
case, and we can only conclude that they succeed to 
, function and operate as do their Western counterparts. 
How e£ficient and effective their operations are, could 
not be determined, but the majority of them have 
relatively simple organisational structures and are of 
smaller sizes. Besides these factors they undoubtedly 
operate in a highly beneficial environment. 
As far as planning of organisational changes is 
concerned (Questions Nos 43(1), (2) and (3) of the 
questionnaire), the participating firms use, in general, 
a similar approach to that found applied by o·ther 
Western countries. Before any change is effected, a 
review of the existing organisational structure, job 
definitions and personnel is carried out, and the 
required organisational changes are designed (by about 
50% of participating firms) so as to take advantage of 
existing human resources. Their different methods of 
carrying out these changes have been amply illustrated 
in the preceding section. We posit that the depth of 
these methods and their character are dictated by 
(a) the organisational complexity and size, and (b) by 
the respective management styles. 
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21. REVIEW AND REVISION OF PLANS 
21.1 How Plans Are Reviewed and Revised by South African 
Planning Firms 
The majority of all participants (67 of the 79 firms 
that have completed the questionnaire} report that they 
review, and if necessary, revise their long-range 
plans annually. Long-term in this context signifies 
the planning period from three to twenty years. 
Companies who consider four- to five-year planning 
horizons as medium (see Table 5) or short-term, review 
or revise their plans quarterly on a formal basis and, 
in several cases, continuously on an informal basis. 
Some review and may revise the whole long-range plan 
annually, but audit the profit position every six 
months. Companies with a planning horizon of two- to 
three-years seem to be reviewing and revising their 
plans twice a year. 
One company from the printing and publishing group 
reviews its three-year plan if there are major external 
or internal changes only. In some cases operating 
plans are reviewed and eventually revised once a year 
and the long-range plan itself every second year. One 
oil company reports that it reviews its five-year plan 
- considered as long-term ~ once a year but more 
frequently during its introductory stage. 
In one case, a tobacco and match company, a five-year 
plan is reviewed and eventually revised on a quarterly 
basis. Short-term plans are generally reviewed 
quarterly, but two companies have reported that they 
review such plans once a year. 
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No specific industry pattern could be traced, and the 
general rule for all long~term planning firms is to 
review and revise their long-term plans on a yearly 
basis ~hich corresponds to the pattern found during 
our study of literature on planning and planning 
practices overseas. 
offered below. 
The J::"espective overview is 
21.2 Planning Ste~ No. 8 : How Plans Are Reviewed and Revised 
By South African Planning Firms - Validity of Our 
Assumptions 
Question of the Questionnaire 
A(6) How n~ is the plan revised? 
(Tab~) 
Positive Answers 
(100% = 79 
Participating Firms) 
84,9% 
11 Firms have not answered the above question and 
belong to all industrial groups. There is a strong 
possibility that these firms do not review and revise 
their plans. 
The above percentage is again taken as strong evidence 
that our hypothesis hol~good as far as the application 
of this step by South African planning companies is 
concerned. 
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22. COMPARISON OF THE PRESENT PLANNING METHODOLOGY AND THE 
PLANNING PROCESS APPLIED BY SOUTH AFRICAN PLANNING FIRMS 
22.1 Conclusion 
Our tedious, question-by-question analysis has brought 
the evidence that South African planning companies use 
in their long-range planning efforts, the same framework 
as found in our study of literature on planning and of 
planning practices in other countries. The conceptual 
model applied encompasses the following steps : 
(1) Planning and organising the planning effort. 
(2) Defining planning premises. 
(3) Determining the company objectives. 
(4) Developing policies and guidelines for action. 
(5) Developing implementation plans. 
(6) Coordinating and controlling planning. 
(7) Developing suitable organisation and staff. 
(8) Review of plans. 
All these steps can be traced in the planning process of 
South African firms, and this fact offers evidence that 
our main hypothesis holds true. However, some failings 
and inadequacies have been detected and their nature has 
been discussed, and will be summarised later. In 
general, our analysis has revealed the fact that there 
is a general lack of depth in the application of the 
individual steps of the conceptual planning model 
outlined above by South African planning companies. 
- 346 -
23. FUTURE CHANGES IN THE PLANNING PROCESS AMONG SOUTH AFRICAN 
COMPANIES {Question A of the Questionnaire) 
As in other similar studies, it is difficult to obtain a 
clear picture of changes South African companies intend to 
introduce in their planning proGess in the future. One 
' 
would be tempted to say that, once formalised planning has 
been established, there would be a natural tendency toward 
developing this function and refining the present methods in 
the future. The extent of such improvements would, naturally, 
again depend on the kind, size and complexity of the firm, as 
well as its planning needs. The findings contained in 
Table 35 do indeed confirm such a tendency among South African 
firms, which is again illustrated below by means of examples 
from the respondents' replies. 
The decision by a bank to establish a permanent corporate 
planning unit surely i~dicates this positive attitude? So 
does the case of another bank that wants to orientate itself 
more towards computerised model building and instal a 
management information system which would result from this 
approach. A coal mine plans to introduce the technique 
'management by objectives' within the next couple of months, 
on a group basis. However, they think that this change 
would have a great effect on short-term rather than on long-
range planning. Another coal mine states that its group 
intends to introduce, in the near future, a more formal 
approach to strategic planning. 
A manganese mine shows a positive attitude towards long-range 
formalised planning based on a five-year forecast which it 
is to introduce very soon. A large industrial company, 
which introduced formalised planning based on a 
five-year plan in 1970, replies as follows : "We are trying 
to make our approach as fluid as possible and are continuously 
looking fpr opportunity to improve and modify our system, and 
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to coordinate it more effectively with other management 
subsystems." 
A firm belonging to the beverages and hotels group accepts 
the need to mechanise its information system, and to 
integrate even further its marketing, sales and financial 
planning basis. A company from the building sector does 
not intend, on the other hand, to change its present 
approach to planning. 
The importance of clarifying company objectives is mentioned 
by a chemical firm as an aspect which will definitely require 
more attention in the future. 
An engineering company intends to develop and refine the 
planning process carried out by its executive committee with 
the ai~ of using better data to achieve greater depth. 
"Long-range planning methods are currently being developed 
into a more comprehensive and formalised system", reports a 
clothing retailing chain store. A large firm, manufacturing 
refractories and other similar products, expresses its 
positive intentions in the following terms : "We are now at 
the stage where we must think longer terms, if possible, 
and tentative discussions have been held amongst senior 
administrative management regarding the setting up of a 
corpo~ate planning division which will in all probability 
consist of one man only at the outset." 
A progressive industrial group with a separate planning 
unit, into which formalised planning was introduced in 1968, 
intends to split the strategic and budgeting plan of the 
cycle, and to make a greater use of 'number cruncher' 
computer programmes to enable them to evaluate alternatives 
more easfly. A similar, but much larger concern with 
planning experience in short~term planning going back to 
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1960, and that has just completed its first attempt at 
long-range planning, admits frankly that this attempt was 
not perfect and a number of changes are, therefore, 
required. 
A long-range.corporate study is being developed by a firm 
manufacturing tyres, tubes and industrial rubber products, 
and a motor company is about to finish the implementation 
of short-range planning, and when this is fully implemented 
and working satisfactorily, it intends to introduce a five-
year planning system. The use of more sophisticated 
techniques in relation to long-range planning, expecially 
in the fields of OR and EDP is envisaged by a company 
manufacturing motor vehicles. 
An engineering concern states : "We are always looking at 
possibility of improving. As we enter markets more 
amenable to long-range planning we use it. We are trying 
to find methods of reducing the unknown as far as possible." 
In one case, a firm from the printing and publishing sector, 
instead of increasing the planning horizon, a five-year plan 
has actually been reduced to three, with a plan that is 
updated annually. A large sugar company, on the other 
hand, has written as follows : "Planning in greater depth 
at each level of management is to be undertaken this year." 
One oil company intends to broaden scenario planning 
with less detail beyond two years ahead. It frankly admits 
that it has been.guilty of too much detail in long-term 
planning. Because the whole fabric of their business is 
changing, another oil company comments on the need for more 
flexible planning systems in the future. 
By and large, listening to South African executives and 
analysing their replies, one cannot say that South African 
planners are overenthusiastic· about formalised planning. 
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Although no outright negative attitude could be identified, 
they are more prompted to introduce formalised planning by 
sheer necessity than by innovative enthusiasm. Four 
companies intend to establish, in the near future, 
separate planning units, while twenty companies find it 
necessary to improve their already established formal 
planning systems (Table 35), all of them compelled by 
complex environmental forces and organisational complexities. 
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2 4. HOW MUCH PLANNING IS ENOUGH FOR SOUTH" AFRICAN. PLANNING 
COMPANIES? (Question B of the Questionnaire) 
In formulating our question above, our aim was to discover 
if South African firms had some ideas of the amount of 
planning necessary for their respective companies. The 
intention behind this query was to find out and highlight 
the extent to which the South African planners have 
acquired adequate and proper insight into the planning 
concepts and methodology of planning. 
The answers received make most interesting reading, and an 
analysis of them seems to indicate that only a very small 
handful of South Af~ican planners understood the correct 
meaning of this question. To illustrate the type of 
answers given, we offer below some conunents made by our 
respondents. 
For example, a bank.conunents : "No amount of planning is 
ever enough - planning must be effective in terms of 
successful achievement of object;i.ves and useful for managers 
in terms of making strategic dec.isions." 
One coal mine considers its current planning practice is 
adequate, except that a more formalised approach is necessary 
with each person responsible for planning going into more 
detail. It also adds that it is extremely difficult to do 
much advance planning at colliery level with the information 
at present available to them. 
A similar answer is given by a diamond mine which finds its 
present planning system adequate. A gold mine reports 
that, due to the constantly changing availability of ore, 
a broad outlook has been adopted in pl~nning in the medium-
to long-term, d.etailed planning being done for· the month 
ahead. 
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A manganese mine, explaining its view on how much planning 
is necessary, comments as follows : "In the mining 
situation, the optimum plan is always changing. Constant 
review within a longer range forecast is essential". 
A large financial industrial gr:oup considers that this 
I 
varies from division to division. A mine must usually plan 
for its life, whereas a trading situation may find a year too 
long a period for effective planning. 
It is difficult for a group engaged in the manufacture of 
glass and similar products to say how much planning is 
enough for the group in view of its size and diversification 
of products. A firm manufacturing plywood, although it is 
about to introduce formalised, long-range planning, comments 
'iNot too much time must be spent on planning with the result 
that the daily activities get neglected". A chemical 
company states : "Five - ten year long term plan, plus 
arinual budgets". 
A clothing company indicates in its answer the fashion 
element to be responsible for planning for only one year 
ahead. For a firm manufacturing aluminium ware, the 
amount of planning as practised today (five-year plus one 
year) is amply sufficient. 
The availability of raw material resources determines the 
amount of planning for a firm manufacturing refractories; 
in some cases it may be a period of twenty years or more. 
Another firm from the same sector finds the question 
impossible to answer and remarks : "Surely enough to 
achieve one's objectives (whatever they may be)." 
A firm manufacturing b'ol ts and' rivets gives the following 
answer "What we do now is enough. If we have cause to 
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require more (or less) data, we shal~ consider adding (or 
deleting) it." 
An engineering firm, because it performs a service, finds 
its two-year planning horizon enough, stating : "Planning 
must enable (1) the individual business managers to better 
understand the key requirements for success in their 
business; (2) group to choose 'between' well thought out 
alternative strategies for each business. When this will 
be achieved our planning will be sufficient." It also 
suggests : "(3) Sufficient written commitment to enable 
management control; (4) Enough to satisfy the chief 
executive that his performed strategies (his plan) can and 
are being implemented overall." 
A large industrial concern feels that, at present, its 
planning process, which comprises essentially a short-term 
(one year) and longer-term (five-year) plan is sufficient 
for the company at its present stage of development. It 
believes that planning is an evolutionary process, like the 
growth and development of a company, and that, in a few 
years time, its planning requirements wi.11 most certainly 
change. 
For a motor company, sufficient planning means trading 
budgets and financial projections, while a company 
manufacturing tyres, tubes and industrial rubber products 
comments : . "Quality of planning more important than 
quantity; always striving.to improve quality without increas-
ing quantity." 
A firm manufacturing metal closures, plasticware and similar 
products, expresses the following view on the amount of 
planning judged necessary for its purposes : "In d~tails 
annually, cash flow three years." 
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For a printing and ·-.publishing company there can never be 
enough emphasis on forward planning. As profits will 
allow, more expert staff assistance will be built-up to 
back up the intuitions of line management in planning. 
"Due to the size of the group and its dependence mainly on 
sugar, considerable effort in planning is necessary to 
maintain growth through diversification", is the explanation 
given by a sugar company regarding the amount of planning 
judged necessary for its needs. 
The last comment, made by an oil company, illustrates best 
what is meant by the amount of planning sufficient for a 
company : "Company planning is motivated specifically 'for 
the degree to which management desires to see .the effect 
of present and future actions set out in concrete terms 
(in so far as this may be possible). The amount of 
planning considered necessary is determined by management's 
view of the relative importance of those facets of the 
company'· s operations beirig planned." 
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2 5. VALUE OF PLANNING - THE COST/BENEFIT .RELATIONSHIP 
(Question c of the Questionnaire) 
While it is simple to state that without planning there is 
no growth or progress, and as a function is is, therefore, 
necessary and important, it is, however, difficult to 
measure· and evaluate the cost/benefit. relationship and to 
be entirely objective about the value of planning. For 
these reasons, any question about the benefits derived 
from formalised planning must receive only broad generalis-
ations for an answer. Too many factors are involved, 
many of them being outside the planning process. 
We shall attempt to draw some conclusions from the answers 
receiv~d on the value derived from planning by South African 
planning companies, but they cannot be considered as 
absolute. 
The first comment, from a bank, reads : "We do not believe 
this can be quantified by anyone - consider opportunity 
cost etc. in not planning in sufficient depth, etc., also 
time spent on planning by managers." Another bank seems 
to know the cost of its reorganisation for planning, and 
it can relate the cost t'o a variety of efficiency 
indicators. However, it adds that non-financial benefits 
are more difficult to measure. 
A diamond mine reports as follows : "Extremely difficult 
to evaluate. Budget of planning unit integrated in 
computer services, and benefits to organisation cannot be 
computed." 
A gold mine also seems to know the cost/benefit relationship 
in its planning process : "Planning has enabled a control 
to be kept on the cost structure and ensured that 
facilities are available when required. It also creates 
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job satisfaction at lower levels." A firm producing 
fertilizers indicates that better control has definitely 
been obtained from their formalised planning process. 
An interesting comment on the cost/benefit relationship, 
made by a company distributing chemicals, is expressed in 
the following terms : "What we do is essentially to avoid 
continuation of unprofitable activities in ignorance of the 
forecast position. It also permits action to prevent 
escalation of costs through undue growth of numbers." 
A firm manufacturing electrical accessories and appliances 
assumes that benefits derived from formal planning are 
(a) team spirit, (b) profit and bonus, and (c) a feeling 
of belonging, whereas cash flow analysis and profit fore-
casting are the two main benefits derived from formalised 
planning by a firm manufacturing refractories. 
The following interesting comment comes from an industrial 
concern : "But we are increasingly aware of the benefits 
to management of the data available in the plan, which far 
outweigh the cost. As an example, we know what our capital 
requirements are in adv.ance, and can often buy plant 
advantageously as a result." An engineering firm has 
answered in much the same vein : "Every indication is 
that considerable improvement in performance has been 
achieved~" 
A large industrial concern with experience in formal 
planning since 1960, cannot, even at this stage, quantify 
the cost/benefit relationship in its planning process, 
but it has no doubt that it is beneficial. A paper and 
pulp company comments as follows : "Better performance 
is in some cases directly attributable to planning." 
Finally, budgetary control seems to be the sole benefit 
obtained from formal planning by a firm manufacturing 
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plasticware and similar articles! 
On the basis of this cross-section of opinions one could, 
obviously, conclude that the planning process has proved 
itself to be an essential factor in the progress of 
successful South African companies. Yet, whilst its 
value cannot be quantified, a .formally coordinated and 
comprehensive planning process has definitely had a 
beneficial effect on their performances. But one aspect 
must not be lost from sight. Planning being only a 
part of the overall manag.ement function, depends in 
practice on a high standard of management. This standard 
is without any doubt, improving, and one could even posit 




26.1 Factors Affecting the Diffusion of Formal, Long-Range 
Planning 
There are three general dimensions to be considered in 
this enquiry : 
(a) the behaviour of firms in time; 
(b) the behaviour of firms in space when internally 
stimulated; or 
(c) the behaviour of firms in space when externally 
stimulated. 
The primary criteria for behaviour of South African 
firms (the adoption of formal, long-range planning) 
to be predicted would be the diffusion of literature 
on planning, information diffused in courses of 
educational institutions or information obtained from 
other sources (from headquarters in the case of 
multinational and international firms), and finally the 
influence of internal and external factors such as, 
e.g. financial risk or opportunity or organisational 
complexity. 
A secondary criterion would be the compliance by South 
African firms with the instructions or advices received 
from the above sources or the necessity brought about 
by the above mentioned internal and external factors. 
The· chief question throughout such a study would be : 
"What is the chief relation between diffusion and each 
of the above factors?" This question could be broken 
down into three subquestions : (a) What is the shape 
of the curve relating them?; (b) How good is the fit 
of this curve to thes.e ·data?; and (c) What is the 
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statistical significance (probability of occurrence} of 
that closeness of fit? 
A diffusion index, defined as the proportion of firms 
applying formal, long-range planning in a sample of 
South African firms could then be developed into a 
useful prediction index of diffusion of this new 
managerial technique. 
The next aspect could then be studied and the following 
questions would be asked : (a) How does diffusion 
depend on the number of firms in the selected sample? 
and (b) What is the shape of the curve relating the 
diffusion index to the size of the sample? 
The time factor in diffusion would be the next stage of 
our analysis which would lead to questions such as : 
(a) How does diffusion depend upon the time elapsed?, 
(b) How does diffusion tend to grow? and (c) What kind 
of curve does this growth represent? 
Then the factor of space in diffusion wo\,lld be described 
by answering the following questions : (a) How does 
diffusion depend on the distance between the source of 
information and South African firms? and (b) What kind 
of curve fits this relationship, if it exists? 
The analysis of the stimulation factor would be the 
next step of our analysis. How does diffusion depend 
on the strength of internal or external stimuli? What 
kind of relationship could be described here? What is 
the curve or curves which would fit these relationships? 
The last aspect to cover would be the value or the 
motivational factor in diffusion. How does diffusion 
depend on the firms' general policies, or stated 
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differently, how do the norms of values adopted by 
South African firms affect and influence the diffusion 
process? What is the curve fitting this relationship? 
Each of the above relationships is highly interesting 
and worthwhile of a future detailed study which could 
lead to the formulation of laws predicting the diffusion 
process of formal, long-range planning among South 
African firms. Such a study, however important.it may 
be, is, firstly, beyond the sco~e of our present already 
ambitious work and, secondly, the appropriate 
statistical techniques cannot be applie.d because our 
sample has not been selected at random. 
26.2 Diffusion of Formal, Long-Range Planning Among South 
African Firms 
Our present analysis allows us, however, to state that 
the introduction of formalised company·planning in South 
Africa seems to have followed the same pattern as in 
other Western countries. Figure 25 shows this 
pattern~ 
The first adoption took place around 1960 (although some 
companies claim having introduced formalised company 
planning as far back as 1948), and then it grew until 
the end of the 1970's. This new managerial technique 
is gaining momentum at present and, as in other Western 
countries, some of the leading South African firms are 
probably reaching the point in their planning efforts 
where a reassessment of past efforts and new needs will 
have to take place, as indicated by several examples in 
our an~lysis. Naturall~, this cannot happen without 
the realisation by South African planners of the 
' potential offered by formalised planning on the one side 
and its limitations on the other side. 
Figure 25 
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27. EXTENT OF THE APPLICATION OF LONG-RANGE PLANNING IN THE 
WORLD 
How do South African planning efforts compare with worldwide 
trends? Several recent surveys enable us to determine 
more or less precisely the extent of long-range planning 
among the following nations : French, German, British and 
American. Brief comments will now be made on progress in 
these countries. 
(1) France 
Professor Hans Schoellhammer has recently carried out 
a survey, the results of which were published in the 
periodical revue, "European Business"(lB). This 
survey covered 390 firms chosen from 500 companies, 
the names of which appeared in the periodical, 
"Enterprise". The findings of this survey show that 
from 371 responses received, about 100 firms, or 
approximately 30%, use long-range planning. This 
figure represents a little more than a quarter of 
large enterprises, and about a twentieth of medium-
sized firms. Their plans cover, in general, five to 
ten years, but in some cases up to 20 years. One of 
the conclusions of this survey is that long-range plan-
ning covers different areas of firms' activities, but 
with the emphasis on long-range planning in research 
and development. 
(2) Germany 
There is an excellent survey by the Institute fur 
Wirtschaftsforschung, Munich, covering l 600 companies. 
It would appear that about 5 - 10% of companies 
surveyed have long-range coordinated plans covering the 
majority of company functions - of which about 10% are 
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long-range investment and financial plans. Large 
firms represent about one-third of the sample. 
As far as the proportion of companies having established 
long-range planning is concerned, there appears to be 
no significant difference between France and Germany, 
the proportion of large companies being between one-
quarter and one-third. 
(3) Great Britain 
According to the study by Professor B. Denning, of the 
London Business School(l9), the number of large firms 
that have had established plans for more than five 
years has considerably increased in the last few years. 
He estimates that about one-quarter of 300 very large 
firms applied medium- to long-range planning in 1967. 
(4) United States of America 
In the U.S.A. about one-fifth of the total number of 
companies plan for five or more years, according to 
periodical surveys carried out by the Stanford Research 
Institute, and this proportion is steadily growing. 
It is an undeniable fact that long-range planning is 
used to a much greater extent in the United States of 
America than elsewhere in the world. It is 
characteristic that in 1947 only 20% of companies were 
forecasting their sales for more than three years ahead, 
and that this percentage had ·risen to 90% in 1966 
according to some estimates. One author, B. Scott( 20) 
estimates that since 1953-54 long-range planning has 
become a management technique equivalent to other 
traditional instruments. 
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But this technique is still of a very experimental 
and partial character, as has been quite clearly 
shown in a recent survey carried out by Professor 
K.A. Ringbakk of the Stanford Research Institute 
among 40 large American companies< 21 >. 
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28. CONCLUSIONS 
28.1 Summary of Our Aims 
At the outset of our study, we stated that our 
objectives were to establish : 
(1) How South African firms carry out formal, 
long-range planning. 
(2) Whether there is a correlation between the 
adoption of formal long-range planning, the 
length of the planning horizon on one side, and 
factors such as financial risk, opportunity and 
organisati.onal complexity on the other side. 
(3) How the diffusion of formal, long-range planning 
takes place among South African companies. 
(4) The intended changes of the planning process. 
(5) How much planning is enough for South African 
firms. 
(6) The cost/benefit relationship of planning in 
South African companies., 
(7)· The gaps and inadequacies of ·the planning process 
applied by South African firms. 
We have also made some reservations about conclusions 
to be drawn from our findings. Although the actual 
sample was quite large because of the fact that the 
81 responding firms included eight conglomerates 
representing alone 508 manufacturing and service 
concerns, the answers and comments received could be 
verified in only a few instances, and this aspect 
should not be lost from.sight. 
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28.2 How Formal, Long-Range Planning is Carried Out By 
South African Firms 
As planning concepts and methodology have been adopted 
by South African firms from American and British 
sources, the same shortcomings can naturally be traced, 
as found during our survey of literature on planning 
and planning practices of these firms (see Section 
7.10). 
Furthermore, our study of planning methodologies and 
practices among South African firms has shown that 
they do not adhere to the same extent as firms overseas 
to the framework outlined elsewhere, and that this lack 
of depth amplifies the above shortcomings. On the 
whole, formal, long-range planning among South African 
firms is neither.as well developed nor as fully 
accepted as it is in Europe. Too many South African 
companies still develop functional and divisional plans 
only, and in many instances objectives and action 
programmes are not being developed. 'Planning', as 
found in many companies, is merely a financial 
projection resulting in budgeting only. 
As to the question why South African firms are adopting 
formal, long-range planning, a number of common factors 
emerge such as rapid internal and external change, 
increased competition, trend towards large units and 
complexity through vertical and horizontal integration, 
changing relationship between people and authority, 
and last but not least, a growing trend towards a more 
participative style of management. Old methods 
cannot cope with these new forces and a more formal 
approach to planning is sought. 
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Yet the progress realised to date is poor, as 
illustrated elsewhere in this study. There are many 
reasons for this situation and they vary, furthermore, 
from company to company. Too few firms realise 
that planning is a philosophy, a way of life that must 
be actively supported by top management and accepted 
by everybody in a firm. A special climate must be 
created, which we have termed 'planning climate', 
without which there cannot be successful planning. 
In only a few cases are boards of directors involved 
in the planning process. In some cases even chief 
executives do not understand fully the planning 
concept, nor do they accept the rieed for formal 
planning. 
28.3 Correlation Between the Adoption of Formal, Long-Range 
Planning and Financial·Risk,·Opportunity and 
Organisational Complexity 
We have hypothesised that the introduction of formal, 
long-range planning and the length of the planning 
period becomes justified under conditions of.high 
financial risk or opportunity, or organisational 
complexity. Degrees of correlation between the 
adoption of formal, long-range planning and the. 
factors mentioned could not be established as our 
, sample has not been selected at random. To illustrate 
this relationship we have compiled a list of our 
respondents and have assigned to each of them various 
ranks for these factors. This chart indicates and 
confirms that either one of the described conditions, 
or a combination of them, can be traced in each case, 
and this finding is taken as strong evidence for the 
suggested hypotheses •. The greatest influencing 
factor for the adoption of formal, long-range planning 
seems to be the degree of organisational complexity, 
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the second highest rank is taken by the rate of 
technological change, and the degree of capital 
intensity takes the third place. 
To produce greater effectiveness or efficiency in the 
fact of the conditions described above, formal, long-
range planning is adopted, despite the fact that this 
managerial response to these particular business 
conditions represents a supplementary investment of 
money and time. 
28.4 Diffusion of Formal, Long-Range Planning in South Africa 
Only a few companies attempted to formalise their plan-
ning prior to 1967. In the majority of them, the 
accountant - a key executive - was interested only in 
short-term planning for profit. His attention was 
focussed more on figures to be achieved than on means 
of attaining them. Probably only a couple of planning 
departments were in existence around the above date, 
and relatively few companies were interested in the 
planning concept. 
During the last three to five years, South African 
companies have begun to pay increased attention to the 
development and organisation of planning. We can say, 
by way of generalisation, that this interest has 
followed a path examplified in the commonly observed 
s-curves. With the diffusion of the planning concept 
due to the ever-gro~ing literature on planning, seminars 
on planning and partly to the activity of management 
consultants the first upswing took place between 1960 
and 1967. The second upswing reached its peak by 
1972 and a third wave is at present building up. It 
is interesting to note that the growth described is 
nearly identical to the pattern of diffusion of formal, 
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long-range planning in the United States of America 
between 1960 and 1970< 22 ). The present situation 
in South African firms seems to indicate that the 
practice of formal, long-range planning will grow 
as the forces underlying it are growing too. 
28.5 Intended Changes in the Present Planning Process 
As the tempo of change grows so will South African 
firms be compelled to adopt formal, long-range 
planning if they wish to survive. Furthermore, as 
B. Taylor and P. Irving very rightly state in their 
. . . (23) 
.article, "Organised Planning in Major· U.K. Companies" 
a new generation of managers is trained and educated 
in a· vastly different environment to that of their 
predecessors, and this wil.l result in a new attitude 
·towards a more systematic, organised, formal planning. 
The present gaps will be filled and inadequacies will 
b~ corrected as the education of managers will be 
developed. 
There are unmistakable signs that these trends are 
already developing among South African companies. 
Twenty participants of our survey are at present 
improving their existing planning processes, while 
four firms are introducing formal, long-range 
planning. 
28.6 How Much Planning Is Enough for South African Firms? 
It is difficult to assess, by way of a summary, the 
different attitudes found among our respondents to 
the question of how much planning is enough for them. 
The fact must be stressed, however, that the diversity 
of answers and comments received on this aspect stems 
mainly from misunderstanding, since 'formal; long-
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range planning' is new.· 
At present many South African firms may be declaring 
'we have introduced a formal planning system with a 
planning horizon of five years', without realising 
that the only formalised planning in their case is the 
consolidation of annual budget figures. But even 
this situation will pass, and the growing awareness of 
the gaps in and inadequacies of the existing planning 
processes, and the new generation of managers 
instructed in the requirements of a formal, long-range 
planning process, will find the correct answer. 
If we .accept the view that South African managements 
show a tendency to prefer methods used in the United 
States of America, then it is quite justified to pre-· 
·diet that formal, long-range planning will grow in 
. South Africa in the coming years. 
28.7 Gaps and Inadequacies 
Our study shows inadequacies in many of the planning 
systems analysed. These findings could be summarised 
as follows : 
(l) In spite of growing acceptance by South African 
firms of the function of formalised planning, 
this process is still in the early stages of 
evolution. South African planning companies 
do not pay sufficient attention to the development 
of planning premises, ,as well as economic and 
industrial forecasts and do not realise the 
importance of developing and evaluating· 
alternative directions. Long-term objectives 
are not clearly formulated; objectives are 
·determined mainly in the financial areas but are 
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neglected for other areas of equal, if not 
greater, importance such as industry, market, 
customers, product and service, social responsi-
bility, geographical growth and size. 
South African planners neglect to elaborate 
general and specific policies, as well as 
implementation plans including subobjectives, 
derivative strategies and detailed operational 
plans for functions other than finance. Their 
overall plans in many instances are mere financial 
projections, and operational plans are not 
integrated. Although nearly all of them use 
budgetary control, the majority among them do not 
realise its importance, and practically no 
attention is paid to human relations' techniques 
in the elaboration and application of this 
controlling tool. Many of them also fail to 
establish a suitable organisation and staff for 
planning, and the great majority do not even 
elaborate an organisational chart. 
By and large, most of the planning carried out by 
South African firms resembles, therefore, 
traditional budgeting, as shown by many outlines 
of a five-year business plan. Such plans have 
a strong financial orientation, and the firms 
using them do not realise that mere financial 
projections must, perforce, be questionable if the 
future behaviour of all factors that underlie 
these projections is not adequately considered. 
(2) There ~s a great difference in planning practices 
among South African firms, as amply illustrated 
by examples cited in our study. While some firms 
have complete and comprehensiye plans, the 
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majority of companies have budgets extending only 
one or two years into the future. This may be 
due to the fact that 66,6% of South African 
planners come from an economic/accounting back-
ground, and do not possess the required 
knowledge and attributes found essential for 
successful professional planners as outlined in 
section 11. Naturally such planning must be 
characterised by an overemphasis on the financial 
and quantitative side. Since, in such cases, 
the major factors behind growth and sales are 
inadequately considered, such planning amounts to 
a meaningless numerical exercise. 
(3) Planning horizons are of different lengths. 
The majority ·of South African planning firms 
plan for a period of five years while a small 
number of them plan for periods from seven to 
fifteen years. In some instances a lengthening 
of planning horizons is intended, but in others 
planning horizons are shortened. The decisions 
taken in this respect seem to be largely 
arbitrary. 
(4) Many companies do not analyse in a systematic way, 
all the interacting variables that make up the 
total planning system before taking planning 
decisions. 
(5) There is a definite inadequacy in information 
systems of generating data concerning internal 
and external factors. The analytical techniques 
used are poor, and there is, in some companies, a 
definite need for the mechanisation of some of 
the planning tasks. 
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(6) There is also an indication that computer 
planning (in the great majority of cases 
financial computer planning}, will be used in 
the near future to a greater extent, despite 
the lack of planning maturity. 
(7) By and large, managements do not appreciate 
the value and potentials inherent in formalised, 
systematic planning. In addition, because of 
a scarcity of professional planners, managements 
are not always able to measure the results of 
planning. 
In some·cases, there is.even a definite reluctance to 
undertake a long-term commitment. This reluctance is 
stron~ly underlined by the following two views on long-
range planning : 
"Although we know of a few companies who successfully 
operate a formally promoted strategic plan, and whilst 
we do concede that a formal approach can assist top 
management in clarifying its course of action, we are 
not enamoured of a formal approach because we believe 
that if it is too formal the whole exercise is too 
cumbersome, inflexible, and very often grinds to a 
halt or is out of date before it has reached its 
logical conclusion. In essence, we believe that those 
few companies who successfully use a fully formal 
approach would have been successful in any case without 
all the formal paraphernalia because the essence of 
succes~ stems from the calibre of the chief executive 
and the senior executives around him and not from all 
the complex gimmicks and formalities which surround the 
concept of 'formal corporate planning'. we believe 
that the line of approach taken must be the simplest 
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which can possibly be devised to give a company its 
guidelines for advancement, and in all but the very 
largest companies, of which South Africa has relatively 
few, the line of approach can be very simple. 11 
(A paper and pulp company) 
The second view on long-range planning comes from an 
engineering firm : 
"In short, our long-range planning consists of the 
maximum attention we can give to finance whilst leaving 
the maximum flexibility in the operating areas to pick 
up opportunities as they arise. • • • We are, obvious'ly, 
conscious of a need to improve certain areas of our 
planning and productivity but having tied with some 
of the 'faddist' techniques, we have been somewhat 
disillusioned and have come back to the basic feeling 
that common se.nse is the best guide but, nevertheless, 
we.still read all the books and we still go to listen 
to the better visiting Consultants so that we have 
some ideas what is going on. . • . The more sophisticated 
theories which can undoubtedly be applied in the very 
large companies with a relatively simple basic product 
are dj.,~icult to apply in a series of small companies 
with individual personalities in control of them. 
Different people achieve acceptable profit results by 
different means and we have found that some people 
achieve excellent results while apparently doing some-
thing which the Consultants will tell you is quite 
wrong. Others knowing very little of the latest 
techniques operate a common sense equivalent of, say, 
Management by Objectives, and obtain excellent results. 
In other words, our experience is that nothing succeeds 
like basic practical Management and probably the best 
place to learn this after the fundamental knowledge has 
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been obtained is naturally running an organisation 
and being responsible for handling people and making 
money." 
Yet, in spite of all these failings and inadequacies 
and negative approaches, there is a clear indication 
that the various aspects of the planning process are 
being given greater attention than five years ago. 
Furthermore, there are, and always will be varying 
standards of management, and so there will always be 
different standards of planning. But, as the former 
standards progressively improve, so too will the 
latter. 
28.8 Some Basic Conclusions May Now Be Drawn From Our Study 
(1) The planning process can never identify all the 
future problems management will encounter, or 
specify all future management decision points. 
It does not, and cannot, provide all the answers to 
the multitude of imponderables facing management. 
(2) The establishment of formal processes for planning 
does not necessarily guarantee successful planning. 
In larg.e companies, however, such formal processes 
seem to be a prerequisite for planning success 
because they provide management with a rational 
frame of reference in the rapidly changing business 
environment. 
(3) The whole company must be encompassed in the 
planning process. ·By whole company is meant all 
the firm's activities and functions. 
(4) Long~Range planning must be carried out by 'doers', 
and must provide a climate that encourages 
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enthusiastic innovation. Operational management 
must be made responsible for planning in their 
areas of operation no matter to what extent the 
staff specialists are used in their planning of 
detailed work. 
(5) Participation from top to bottom is necessary 
to translate plans into action. 
(6) Organisation planning, often the most difficult 
process, must be included too. 
(7) Without specifically and explicitly stated 
strategic objectives within an explicit, overall 
statement of company philosophy and general aims, 
no planning will ever succeed.· 
(8) Long-term plans outlining the intended actions, 
and short-term plans of action must be fully 
integrated. · It is useful to break them into 
three categories : 
short-range plans. 
long-range, medium-range and 
Management must establish for 
itself a calendar of anticipated actions and 
decisions. 
(9) Long-range planning must emphasise the constant 
improvement of the company's technical competence. 
(10) Figures are not plans. Successful planning must 
consider not only 'what is .to be achieved' bu~ 
also 'how it will be done'. Figures are only 
end-products of positive planning. 
The improvement of South African planning practices 
must take place.along these broadly outlined categories. 
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Obviously, this will take time as no miracles can 
happen overnight. Yet, if South African firms 
wish to survive in the not too distant future, this 
process must begin now, not tomorrow. 
This urgency is reflected, in the following statement 
made during a conference as far back as 1967, by the 
president of the Lockheed Missi.les and Space Company, 
Mr Eugene Root : "I am firmly convinced that no 
manager in this era of rapid environmental ch.ange and 
galloping technological innovation, can long survive 
the competition without some form of long-range 
planning. 11 <24 ) 
28.9 Recommendations for Future Research 
"Since research is the efficient method for developing 
a science or solving~actical problems, it must go 
. . 25 
beyond the trial-and ethod of fact gathering alone."( ) 
And similarly, if progress is to be made by South 
African firms in their practice of formal, long-range 
planning the gaps and inadequacies uncovered during 
our study must be filled and corrected. This requires 
that progress be made in the methods and techniques 
at present used in planning by South African firms. 
However, it is essential that.the planning technology 
remains simple and pragmatic, since, when the planning 
job cannot be done in easy and simple ways, managers 
will be frustrated, and planning will suffer, or even 
be abandoned. 
Our judgements formulated in the preceeding chapters 
on the manner in which South African planners should 
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address each planning step were based on practical 
requirements, special relevance to planning and on 
the urgency of the need for improvements. To realise 
these improvements, further research is necessary, 
which would contribute further to our knowledge of 
South African business and theory of planning. It 
would also provide answers to some operational 
problems and so offer a gain of greater fami'liari ty 
with the formal, long~range planning practiced by 
South African firms. 
We shall now attempt to outline the needs for further 
research 
(1) The need to examine the relevance of present 
business education to the necessary improvements 
outlined above. Can a closer cooperation between 
universities and industry help this process? 
And, if yes, what kind of programme would be 
beneficial to develop the kind of professional 
planners with knowledge and attributes described 
in section 11? 
(2) The need to examine the influence of management 
styles on the planning process with regard to 
our special ethnic situation. 
(3) The need to investigate the factors affecting 
diffusion of formal, lbng-range planning among 
South African firms. 
(4) The need to investigate the contributions South 
African planners could make to developing tests 
of relevance for determining the suitablity of 
theoretical planning models to practical 
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application. This would include testing of 
available data, variability of data and 
sensitivity of model results to them. 
(5) The need to investigate the possibility of 
finding practical application of existing 
decision analysis models. 
(6) The need to investigate the applicability of 
computer simulation by South African planners. 
(7) The need to examine the question of the role of 
the South African firm in its society and of its 
objectives. 
(8) The need to investigate the objectives structure 
of South African firms. 
(9) The need to examine applicable models.for setting 
objectives. 
(10) The.need to examine South African firms' 
adaptability to rapid environmental changes. 
(11) The need to examine the South African planners' 
understanding of the structure and·dynamics of 
finance, production, marketing, research and 
development, as well as of the information 
networks of the firm. 
(12) The need to investigate the difference between 
South African firms, both in their objectives 
and in the ways they pursu~ them. 
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(13) The need to investigate how the different 
external conditions and different product 
technologies affect the behaviour of South 
African firms. 
(14} The need to investigate the differences in the 
internal functions of South African firms. 
(15} The need to examine the implementation and 
integration of individual plans in South African 
firms. 
(16} The need to investigate how planning systems could 
be tailored to the needs of South African firms. 
(17} The need to investigate the design and planning 
of information systems. 
(18} The need to examine the means for increasing the 
acceptance of and compliance with formal, long-
range. planning. 
These .. a're not small tasks but they are essential 
because our present state of knowledge requires the 
formulation of meaningful hypotheses before any 
development and improvement can take place. The 
suggested research must place priority on realism 
rather than formalism, and will. definitely extend our 
existing knowledge and so provide opportunities for 
development of better methodologies and thus contribute 
to our understanding and solving of problems of formal, 
long-range planning in South Africa. 
. - 380 -













BOHLER, Eugen : "Die Langfristige Prognose und Plannung 
in der Wirtshaft"; Schweitzer Monatshefte; Vol. 44 (5); 
1964. 
Many of the books on planning theory and practice 
summarise and discuss the planning process : BRANCH, 
The Corporate Planning Process, Ch.II; FERREL, Customer 
Oriented Planning, Part II; KOONTZ, H. & O'DONNELL, c., 
Principle of Management - An Analysis of Management 
Function, 4th Edition, McGraw-Hill Book Co. Inc., New 
York, 1968; LeBRETON & HENNING, Planning Theory, Part 
III; PAYNE, B., Planning for Company Growth, Ch.I; 
SCOTT, w., Long-Range Planning in American Industry, 
Part II; SWEET, Strategic Planning; STEINER, G.A., 
Top Management Planning, MacMillan Co., New York, 1969; 
also STEINER, G.A.,"Long-Range Planning - Concept and 
Implemen.tation", Financial Executive, July 19.66, p.56. 
CRISP, Richard D. : Marketing Research; McGraw-Hill 
Book Company, Inc.; New York; 1964; p.63. 
CHISNAL, Peter M. : Marketing Research - Analysis and 
Measurement; Maidenhead, Berkshire, U.K.; McGraw-Hill 
Book Company; 1973; p.239. 
DENNING, B.W. and LEHR, M.E. : "Corporate Planning in 
the U.K. "; Journal of Management Studies; Vol. 8 No. 2; 
May 1971. 
TAYLOR, Bernard and IRVIN, Peter : "Organised Planning 
in Major U.K. Companies"; Journal of Long-Range Planning; 
June 1971, p.18. 
LEARNED, E.P. et al : Business Policy - Text and Cases; 
Homewood, Illinois; Richard D. Irwin, Inc.7 Revised 
.Edition; 1969. 
MOCKLER, Robert J. : Business Planning and Policy 
Formulation; New York; Appleton Century Crofts; 1972; 
p.67. 
BRITISH INSTITUTE OF MANAGEMENT Is Corporate Planning 
Necessary?; Information Summary No.138; p.15 • 
. GUTH, W.D. & TAGUIRI, R. : "Personal Values and 
Corporate Strategy"; Harvard Business Review; September/ 
October 1965. · 
SPRANGER, E. : Types of Men; New York; Springer Verlag; 
1928; 
HIGGINSON, M. Valliant : "Management Policies, Vol.I: 
Their Development as Corporate Guides"; A.M;.·A. Research 




(14) HENRY, W.H. : Long-Range Planning Practices; Englewood 
Cliffs, New Jersey; Prentice-Hall, Inc.; 1967; p.70. 
(15) STE!INER, G.A. : i•Does Planning Pay Off?"; California 
Management Review; Wint.er 1962; pp.37-39. 
(16) PAYNE, Bruce : "Steps in 14n9-Range Planning" in 
EWING, oavid (Editor); Long-Range Planning for Manage-
ment;· Revised Edition; New York; Harper and Row 
Publishers; 1964; ·pp. 235-237. · · 
(17) Ibid. 
(18) SCHOELLHAMER, Hans : "Corporate.Planning.in France"; 
European Business; July 1969; pp.22..:..3i. 
(19) DENNING, B. Financial Times 
(20) SCOTT, s.w. Long-Range Planning in American Industry; 
New York; A.M.A.; 1965. 
(21). RINGSAKK1 Dr K.A. and DAWSON, Robert w. ': "Organised 
Planning in 40 Major U.S. Companies"; Stanford Research 





RINGBAKK·,. Dr K.A. : "The Corporate Planning Life Cycle -
·.An. International Point of View 0 '; Long-Range Planning; 
September 1972; p.11. 
TAYLOR, Bernard and.IRVING, Peter : "Organised Planning 
. in Major u.K. Companies"; Long-Range Pla.m;iing; June 1971; 
p. 25 •. 
ROOT, L. Eugene : "Engineering· in the Management of 
Resources : Long-Range Planning"; The Journal of 
Industrial Engineering; VoLXIX No.9; p.6. 
EINSTEIN·, Albert : "The Method of .Science .: The Structure 
of. Scientific Thought'";· (Editor .HADDEN, Edward H); 
Boston; Houghton-Miflin Co.; 1960 p.83. 
- 383 -
PART V PROPOSED MODEL OF LONG-RANGE PLANNING 
29. CONCEPTUAL MODEL 
29.l Outline of Possible Approach 
In our preceding chapters we have taken the context of 
current scientific thought and looked on planning 
within the framework which is applied at present. 
However, if we view planning as a complete discipline, 
then, as our analysis shows so clearly, it suffers 
from many kinds and degrees of shortcomings. 
Planning must be viewed as an essentially normative 
pursuit, because it deals with 'futures' rather than 
with facts, and these''futures' can be extrapolated 
and subordinated to some 'oughts'. These 'oughts' 
mean that a policy must dictate analysis, that 
alternative courses of action must be evaluated, 
selected and ordered in terms of some values, and that 
judgements must be made, so that we can choose the norms 
that warrant our decisions. 
In planning we must, however, speculate and imagine. 
We must think about things which are non-existent and 
may never become reality. Planning, thus, is divorced 
from reality and a problem arises when we try to 
reconcile the attributes above with the requirements 
of· the scientific method. 
There is one way to do it: we can separate the 
normative, .future-creative and dynamic properties from 
planning which means a separation of planning from 
pQlicy. Planning then becomes only a tool for the 
ordering, scheduling ahd control of day-to-day 
operations, but as such can be called only 'short-term 
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operations planning'. 
By doing so - and the bulk of planning is carried out 
in exactly this way - we have created a very strange 
situation. By foresaking the choice of direction and 
of ends, by separating policy from planning, in spite 
of the truly fundamental importance of policies, we 
have given up the rationality of our pursuit. The 
day-to-day operations with their determination and 
allocation of means and working out of optimal schedules 
now became the primary focus of our attention. 
Exposed to terrifying forces and amidst revolutions 
can we afford the luxury of persevering in such a 
ludicrous situation? There is an urgent and 
inescapable need for us to realise that concepts such 
as ends, means, values, valuations, value judgements 
and norms cannot be eliminated from planning because, 
without the choice of direction and ends based on 
values, there is simply no future and, furthermore, 
without these elements no theory of planning can be 
elaborated. 
Unfortunately, our minds are being trained to view the 
future only in terms of present certainties, and this 
has made us to neglect grossly the normative approach. 
These certainties are imposed upon us by our techno-
logical world, and anything that goes beyond them is 
ignored or interpreted as irrelevant. Thus, we have 
narrowed our vision, and can conceive of the future only 
by what we believe is feasible in terms of our current 
technological capabilities. 
Within these limits is placed what is called prediction 
and its model of the future suggests that there is 
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some preordained reality. But such a 'predicted 
future' can only be an extension of the present, and 
by accepting this kind of prediction we abdicate our 
role as creators of new and different events and act 
in such a way as to make this prediction come true. 
Thus, we are perpetuating the present and we eliminate 
whatever is not technologically feasible. This 
'feasibility' is used as a criterion for direction and 
action, and hence, most of our problems can be viewed 
as having only technical solutions. Because the range 
of feasibilities is vast, so is the range of solutions, 
and we can make it grow further if we wish. 
The future at which we should aim should transcend mere 
feasibility. It should be created by judgement and 
choices based on the idea of desirability and better-
ment; desirability which goes beyond individual 
preferences and which leads to social betterment. Such 
a future must differ radically from present reality; 
it involves valuations, judgements and decisions 
pertaining to the attainment of man-determined ends and 
to the selection of appropriate means that will lead 
to this achievement. The emphasis is thus placed on 
the identification of ends rather than on the techniques 
to be used to reach them. Such ends are different from 
our present technological world-view and transcend its 
boundaries. 
Seen against this background, planning as a model of 
human action contains within itself the goals towards 
which it is directed. It selects values, it invents 
objectives and defines goals. It seeks norms and 
defines purposes which determine the higher-order 
organisations and is self-regulating and self-adaptive. 
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The above.discussion, based on the views of Ozbekhan(l) 
now offers a firmer basis for a better definition of 
planning. Planning can be visualised as a three-level 
structure of a future directed decision-continuum. 
This structure is made up of different kinds of decisions 
which are tied into a complex network of action flows 
and control mechanisms by the process· of various 
functional relations. 
be considered : 
Three classes of functions can 
(1) Administrative fun.ctions which ensure the 
organisation's.internal coherence and governing. 
These functions also ensure the implementation 
of the deciSi·ons taken at the higher two levels 
described as 
(2) Goal-setting functions which·canbe equated· to 
executive decision-making at the strategic level, 
and 
(3) . Norm-seeking:· functions which are the core of. 
'normative' planning and.correspond to what is 
usually called_policy-making • 
. Within this framework adopted frbm Ozbekhan( 2) we 
consider goal-setting as the heart of strategic 
planning_ while .orthodox planning_ sees goal-setting as 
a. part of policy-making. This .approach has a policy-
making phase consisting of norm-seeking rather than 
of ·goal-setting, and is thus. fundamentally different 
from the present approach to planning._. 
We can now organise the above suggestions around the 
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the focus of action is to bring changes in the 
environment leaving the value system untouched; but 
if planning is conceived of as a continuous organisation 
of progress then changes in the value systems must be 
effected as well to achieve consonance between the 
value system and the environment. Changing value 
systems means establishing new norms which give values 
new meanings. Thus planning must redefine or .invent 
new norms. 
(D) A plan is a construct of an integrative, hierarchically 
organised action in which decisions of various kinds 
are ordered functionally. Three levels of functional 
relations between a plan and the environment can be 
considered : 
(1) The policy-making function which is directed 
towards the search and establishment of new norms 
and results in what Ozbekhan calls 'normative 
planning'. These norms help in defining values 
which will be more in agreement with the environment. 
Normative planning, therefore, means changing the 
value system in order to achieve consonance with 
the environment. 
(2) The goal-establishing function, which results in 
strategic plans. A strategic plan reduces 
various alternative ways of attaining the objective(s) 
of the 'normative plan' to goals which can be 
achieved, given the optimum allocation of 
resources and the range of feasibilities involved. 
(3) The .administrative function leading to operational 
planning. In this kind of planning strategies 
that will be implemented are ordered in terms of 
priorities, schedules, etc., dictated by the 
situation. Changes brought about in the 
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environment by the operational planning are 
purely of a problem-solving nature. (In other 
words, operational planning does not involve a 
consideration of value premises.) 
29.2 New Dimension of Corporate Planning 
In our preceding discussion we have used the term 
'futures creation' and have defined it as meaning the 
creation of our future, involving actions of such 
kind as to make this future conform to some present 
views or vision of it. Such actions must be conscious, 
purposive and have the highest values set upon them, 
whatever these values are taken to be~ 
In 1964 a book by Denis Gabor appeared entitled 
"Inventing the Future"(J). In this book the author 
offers an inspired, optimistic vision of man's future, 
shaped both through science and through his free will; 
a future dictated not by science and machines, not 
even by psychologists, but by norms suggested by 
inspired humanity - poets and writers. The. author's 
credo is that man has the ability to invent his future. 
Our analysis and survey seems to indicate that, in 
spite of the negative influence of 'management science' 
on the present practice of corporate planning, some 
efforts do contain seeds of the concept of a 'willed' 
future. 
Some large organisations are establishing corporate 
planning departments or units and one activity carried 
out in these units or departments, often called 
'exploratory planning', during which social, economic, 
political and technical forces are examined against the 
background of a set of norms. The aim of this 
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activity is to find out how this set of norms affects 
the continuous existence of the firm, and what kind of 
future is guided or inspired by this set of norms. 
This process leads thus to formulating values to be 
aimed at by the firm. 
There is an increasing number of organisations in the 
world engaged in future's research and planning. 
Probably the best known is the Hudson Institute .at 
Croton-at-Hudson, directed by Herman Kahn and famous 
for his book "The Year 2000". There are in 
existence even institutes called 'Institutes for the 
Future', where people with a generally optimistic 
outlook have dedicated their efforts to a study of 
the future in order to make it a better happier and 
more successful future for all of us •. 
Three modes of operation used by these organisations 
can be distinguished : 
(1) Scenario techniques which might be defined as 
'manufactured stories' which attempt to describe 
a probable, possible, interesting and illustrative 
sequence of events. The purpose of this 
technique is to explore the decision loci in a 
series of events or policies. Standard learning 
curves and trend techniques are usually used, and 
consensus is sought for concerning the most likely 
trend to affect us in the period ahead. This is 
an interdisciplinary approach. However, the 
forecasts and predictions are not as important as 
the thought process motivated by them. The other 
major tecnnique of these researchers (appropriately 
called 'futurists') is called the •oelphi 
technique'). 
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(2) The Delphi technique was initially used 
extensively on U.S.A. government defence projects. 
It is, strictly speaking, not a technique for 
forecasting, but more a way of organising and 
tabulating forecasts. A group of experts in a 
specific field are asked anonym9usly in a 
succession of opinion-gathering sessions for their 
opinions in this field. Their views and opinions 
are summarised, and the experts are then presented 
with the resulting set of opinions. Extreme 
opinions are reconciled, and after the process has 
been repeated several times, the operation is 
ended. A resulting report usually indicates the 
mean position and the limits above and below the 
mean. The area thus delineated is the most likely 
area or period of occurrence, and if narrow, one 
can be reasonably sure of the likelihood of 
occurrence in the period under examination. 
A Cross Matrix Impact is a follow-up of the Delphi 
technique, displaying systematically and 
calculating the influence of one event upon 
another by a set of parameters on another set of 
parameters. These events or parameters are 
averaged in a two-dimensional array with the 
factors, events, issues, developments, goals or 
other families of variables displayed along 
columns or rows. Probabilities, obtained from a 
Delphi exercise, usually assess the impact of each 
event against the other. 
The Delphi technique is a matter of a great 
controversy. Technical people are very slow to 
accept it because, to them, this technique 
represents averaging of quality and genius. 
Actually this technique is only a search for 
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consolidating opinions, an additional source of 
useful data, on which to base judgements on the 
future. 
(3) The Forces for Change Method - the third mode used 
has to do with the consideration by management of 
forces for change affecting society. 
Various surveys have identified the views of 
various experts on such forces which are and will 
be affecting our future. 
(i) A changing system of values - through 
increased social security, high wages and 
salaries young people no longer worry about 
t.he necessities of life, but more it~ 
quality and the meaning of life itself. 
Expressed differently, young people work to 
live, rather than live to work. 
(ii) An increasing use of computers which are 
becoming more and more important in the 
world in which we live. 
(iii) Increasing leisure which expresses itself 
in a shortening working week. Already there 
are firms working a four-day week. 
(iv) Education - an explosion of knowledge forms 
a new dimension in a society dominated, up 
to now, by business and government. 
(v) An increasing awareness of social responsi-
bility by business enterprises is a new 
dimension in planning. More and more firms 
are becoming concerned about the role they 
should play in the society which requires 
some good from them. 
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(vi) Gigantic and multinational companies are 
definitely a new force in our society and 
in planning. It may well be that multi-
national companies are the best way to 
create world understanding because they 
bring different people together, and a 
greater progress can thus be achieved. 
(vii) Changes in bio-medical fields may also 
represent a very significant force which 
may bring about far reaching and important 
changes through genetics, behaviour control 
and so forth. 
(viii) Increasing use of long-range planning is only 
a logical outcome of the forces described 
above. More and more companies are 
realising its importance as a new technique 
to cope with the factors mentioned and 
are now making a more detailed examination 
of what lies ahead to be able to recognise 
problems as early as possible, and to 
understand better the environment in which 
they operate. They recognise that a 
changing world requires changes, and they 
work out warning systems that help them to 
programme their movements in the future. 
29.3 Planning Redefined - Creation of the Future 
How can all these techniques be amalgamated into 
formalised company planning? Or posed differently, how 
can we invent our future by using such techniques? 
We shall now attempt to put forward a concept that 
. o~fers us that possibility and hope,that in spite of 
its being incomplete, it may be of some help to those 
who contemplate either the introduction of long-range 
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planning activities, or the-improvement of the 
present planning system, which is dictated by 
technology only. 
At present, as Toffler< 4> illustrates so brilliantly, 
our perception is still largely governed by the world 
view of 19th century industrialism. We have only 
begun to sense that our present belongs to some other, 
newer order, and that our task is to define its 
rationalising principles. 
From our survey and observations we have tentatively 
derived descriptive ideas and have suggested the main 
salient elements making up the context of planning 
activities. 
Planning, being a new and raw discipline (art or 
science, as you wish), is an activity which operates 
on some object or activity and is applied to some 
object or activity for some specific purpose, generally 
to effect change(s) in this object or activity. Using 
this rudime?tary statement, we may now offer the 
following, more elaborate definition : Planning means 
defining the purpose of any change we wish to bring 
about in this object or activity and designing the 
actions which will achieve this change. 
Substituting in this definition for the object or 
activity, 'a combination of physical objects, the 
environment, thinking, volition, attitudes, behaviour, 
movement, human activity, institutions, traditions, 
procedures, and so forth', the above definition becomes 
not only more complex but also more complete. We can 
simplify it by using one single term which encompasses 
an even greater number of combinations into which the 




The term suggested is 
During our previous discussions, we have identified 
'a system' as meaning 'a set of objects together with 
the relationships between the objects and between their 
attributes' • 
So much for the object of planning and its purpose. 
One question still remains to be answered. Why should 
we plan for change? The answer is surprisingly 
simple: because we conceive of this change as more 
desirable than the present state and this corresponds 
to an improvement and betterment of the present state 
resulting in a change in values. 
or betterment we realise progress. 
29.4 Conceptual Model - Key Issues 
Through improvement 
Most of our present decision.s engage a di,stant future 
without ourselves being aware of it and any conceptual 
model must consider this aspect. But using the few 
· simple constructs set above to suggest a practical, 
universally applicable, conceptual model is, however, 
not a simple matter. 
A key issue is the need and the achievement of a • 
compromise between precise, manipulable models, and 
accurate but presc.riptively ambiguous ones. The model 
must be a realistic one, but realistic models cannot be 
evolved without formal abstract models. A normative, 
precise and highly abstract model may generate 
hypotheses which can, be compared and evaluated more 
easily than a highly detailed description, and so 
provide opp~rtunities to develop and test improved 
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methodologies that will solve important problems in 
corporate planning. 
Although the basic orientation of modern management 
remains unchanged (planning, organising, staffing, 
~irecting and controlling or a similar division), it 
uses the knowledge and methods of certain scientific 
disciplines such as mathematics and other categories 
of science to a far greater extent than before. This 
is a second important issue which must be considered in 
elaborating a conceptual, planning model. 
In our introductory chapters we explained that such an 
orientation has its origin in operational research 
(management science). This influence has allowed the 
intro~uction of greater vigour and has encouraged 
attempts to apply scientific methods to business 
activities. At present, management science attempts 
to integrate and converge these methods and techniques 
with the needs of management. This evolution should 
permit the liberation of a greater part of the 
executive's energies so that they should be able to 
concentrate on the strategies of progress, motivation 
and creativity. 
•, 
And so, the above concept being kept in mind, modern . 
management could become more scientific by applying 
the cycle of scientific method as illustrated below, 
even though it has not yet evolved a basic, general 
theory of planning, and in spite of the fact that all 





Application of the Scientific Method 
I Problems ] - Hypotheses 
Testable 
Consequences 





Source : Mario Bunge, Scientific Research 1-4, 
Springer Verlag, N.Y., 1967, pp.8-9. 
In the above example we illustrate the chief stages to be 
tl.Se<i';in approaching the problem of managing CS). 
we discern, in fact, the following sequence of 
operations : 
(1) Ask well-formulated questions. 
(2) Devise hypotheses, both tested and testable, to 
answer the questions. 
(3) Derive logical consequences of the assumptions. 
(4) Design techniques to test the assumptions. 
(5) Test the techniques for relevance and reliability. 
(6) Execute the tests and interpret their results. 
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(7) Evaluate the truth of the validity of the 
assumptions and the fidelity of the techniques 
used. 
(8) Determine the domains in which the assumptions 
and the techniques hold, and state the new 
problems raised by this activity. 
Expressed in broader terms, this approach may also be 
outlined as follows : 
(1) Observe the broad patterns. 
(2) Break out s·eparate aspects. 
( 3) Lo0kfor regularities. 
(4) Try to set up a model, if necessary a mathematical 
one. 
(5) Note the implications of the model. 
(6) Search for needed revisions and limitations of 
the model. 
The importance of such an approach is gauged by the 
changes it induces in our body of knowledge and/or 
by the new problems it poses. Used by the management 
of business enterprises, it will result in a set of 
balanced tools and techniques which Willi. help management 
' ' . 
acquire the following three fundamental characteristics 
(a) The formation of a unified whole, a system, the ., 
elements of which are interconnected,. and where 
' 
a change in one results in an adjustmen~ of another; 
(bJ The anticipation of actions by preparing the future 
in a systematic way; and 
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(c) The control of the actions in a sufficiently 
rapid manner permitting management to take the 
necessary timely corrective actions. 
Such a management could be called an 'anticipatory 
management' and may be defined as a system of thoughtful 
studies, more or less long-term in character, covering 
the total sum of the firm's activities, and resulting 
in a programme of coordinated and controlled actions, 
and achieving a greater effectiveness in its economic 
environment. 
29.5 Proposed Planning Steps 
Within such a framework, the starting activity could 
be called 'systems analysis' which would·permit the 
building of a model within which the process of 
direction will take place and the following steps are 
suggested : 
(1) Selecting values. 
· (2) Inventing objectives •. 
(3) Defining goals. 
(4) Devising actions necessary for the attainment 
of objectives. 
'(5) Implementation of these actions (operational 
plans) • 
(6) Control of performance and feedback leading to 
eventual recycling. 
These planning steps, expressed in more operational 
terms and slightly expanded would read : 
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(1) The determination of needs, based on a system 
of values. 
(2) The definition of objectives, based on a system 
of values. 
(3) The determination of solutions permitting the 
attainment of these obje.cti ves, and the 
establishment of their interrelationships. 
(4) The evaluation of the system as to its costs and 
utility, using, if and when necessary, operational 
research and its mathematical techniques and 
economic analyses. This evaluation, however, 
goes beyond them. It encompasses operational 
research, but differentiates itself from it by 
questioning the initial concepts. It uses 
economic analysis but appeals to supplementary 
criteria representing the personal values embedded 
into the decision-maker's considerations, biases 
and prejudices, whether they be ethical or 
political. 
(5) The utilisation of abstract models, such as 
mathematical models, if they can help the under-
standing of complex relationships and thus permit 
a better description of them. Simulation of 
behaviour, operational exercises, opinions polls 
and consultation with interested groups or sectors 
should be similarly used. 
(6) The implementation of the proposed solutions 
(operational plans), control of performance, 
feedback and recycling. 
Such.an analysis is, obviously, interdisciplinary, 
and has to be carried out through the cooperation and 
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participation of experts belonging to different 
disciplines such as economics, mathematics, 
sociology, political sciences, medicine, agronomy, and 
so forth. However, the planner has to complete this 
analysis, the techniques being placed at his disposal 
even though they are in themselves insufficient. He 
has to formulate the problem as shown in the diagram 
illustrating the application of the scientific method 
(page 397) by searching for adequate and appropriate 
objectives, by defining correctly the environment which 
will affect the solutions considered for their attain-
ment, by judging the costs and other information in 
order to be able to invent alternative solutions that 
also permit the attainment of objectives. One aspect 
must be especially emphasised, namely that the 
interpretation of the experts' analyses requires the 
imagination and judgement of the planner. 
The tasks described do not, however, suggest that the 
planner plays a directive role and so becomes the 
decision-maker. Nothing of the sort. His mission 
is more limited, and consists solely of directing the 
attention of top management to the major elements of 
its task. He is only a catalyst of information and 
offers the top management a structure. The real agent 
of the analysis of the system is the top management, 
and the planner's function is only to direct the top 
management in the application of methods to its 
problems. 
29. 6 The Model 
This systems analysis leads to a concept of integrated 
management which is shown on page 382, and which can 
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Corporate planning has to be visualised as one of the 
most developed products of this concept, and it must 
start with : 
(1) Long-Range Plans 
Firms should aim not so much at predicting what will 
happen but they should rather develop the most 
favourable conditions for their progress. They should 
develop all elements which will enable them to exploit 
occasions and opportunities for growth, and to give 
direction to their future, rather than simply accepting 
and enduring it. 
This kind of activity requires the development of a 
fast and precise system of information which would 
enable the management to perceive better the evolution 
of the environment and would allow the firm to carry 
out better analyses. 
Furthermore, to achieve the creation of its future 
the company must acquire the mastery of the 
phenomena of creativity. To merely increase the 
research and development expenses is definitely not a 
·creative act. 
An organisational pattern has to be developed capable 
of carrying out tasks which will be more and more 
global in character. The central mission of the 
enterprise is to fo.resee and create or recreate 
systems and to adjust them. continuously to changing 
needs. Such efforts should encompass complementary 
· activities such as (a) the study of managerial tools 
and techniques, an.d (b) the train,ing of executiyes. 
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The organisational structures must be sufficiently 
flexible to exploit all opportunities for progress, 
and because their functioning is inseparable from 
managerial techniques, these problems must be 
studied and treated as a whole. Seen in this light, 
the training of executives assumes very great 
importance, and is undoubtedly one of the surest 
investments any enterprise can make in the long run, 
and one of the most potent means of creating its own 
future. 
Such management, a true scientific management, born 
from requirements of a dynamic strategy, engages the 
whole enterprise in a cumulative process of growth. 
and progress. It is only natural that it can adopt 
more aggressive strategies, and also assume more 
fully the role of an entrepreneur as has been so 
emphasised by .Peter F. Drucker in all his works. It 
will also be able to fulfil its function of economic 
creativity, and when it develops, from within the 
ferments of motivation and progress based on a system 
of values as vigorous as the present pressure of 
technological research, then the outcome cannot but be 
a permanent movement forwards resulting in new values. 
The method of attacking the task of long-range 
planning cannot be prescribed dogmatically. 
the subject can be divided into two parts : 
However, 
The first phase is the broad determination of general 
objectives and primary purposes. A broad outline of 
the purpose and objectives must be prepared at the 
top of an enterprise and the final document would treat 
the primary purposes and general objectives (for a period 
of more than five years ahead) as follows : 
' 1 
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(i) A general statement defining the operations 
of the company to include the quality of 
products, dependability, and other similar 
aspects. 
(ii) The minimum acceptable level of profits expected. 




The determination of product lines and of 
standards for manufacturing. 
A general statement regarding the sources of 
supply. 
A general statement dealing with the firm's 
organisation, principles, distribution, practice 
and related considerations. 
(vii) A general statement covering all fifiancial 
aspects - working capital, utilisation of funds 
in excess of operating needs, the firm's debt 
conditions and dividends. 
(viii) A general statement concerning the personnel, 
to include levels· of employment, morale, 
enthusiasm, wages and salaries, caree~, 




A general· statement dealing with the research 
f 
and development progranune. 
A general statement on public relations, 
covering such aspects as the company's image, 




The number of suggested general statements will vary 
from company to company depending on factors such as 
the kind of activity, size, organisational complexity 
and so on. 
(2) .Medium-Range Plans 
The second phase encompasses the follow-on and the 
ever-changing rationalisation and detailed planning 
necessary to successfully realise the stated 
objectives within the specific period of time. 
This planning system is more detailed and exact for 
a period of from three to five years. The medium-
range plans also permit framing the future in a more 
or less empirical manner. Such plans can also be 
called developmental plans, growth plans, opportuni~y 
plans, etc. The planning horizon of from three to 
five years will obviously depend on the type of company, 
its size and the nature of its product line (or service) 
and the markets served. 
They are, in reality, plans of growth or revitalisation 
of product lines for a company. Hierarchical 
executives and not staff, as explained in our notes 
on organisational aspects of planning, must be 
responsible for their elaboration. The responsibility 
for growth and development should not be solely that 
of top management, but should encompass a growing 
number of levels. Each successive level should prepare 
plans for the future in more precise terms. 
The following simple diagram shows one possible 
hierarchy of these plans : 












I Xcquis1£1ons anci . ,:-Mergers Projectp _ 
and Development 
- - .. - --- --
The above scheme, in which we closely follow the 
steps of the conceptual planning model suggested 
I 
'--
by the Stanford Reseaich Institute and outlined in 
section 7.10 indicates that the starting.point is the 
long-range plan, which gives the enterprise a set of 
norms and a set of general objectives. 
The development plan may, in certain 
divesting from specific activities; 
it will search for possibilities for 
cases, aim at 
in other cases 
di versi tic~fion. 
Its function is to organise the growth and/or 
revitalisation of the firm's present products. It 
allows the firm to engage inunediately in activities 
required to attain this aim, even if the results are 
to be achieved several years later. It can consist 
of the following elements 
(a) Internal development - search .for and development 
- 408 -
of new products, marketing actions, new structures; 
(b) External development - acquisitions, mergers, 
agreements; 
(c) Divestment from products or markets which do not 
offer sufficient profitability. 
This kind of plan reinforces the preparation of the 
future of the company and allows the firm to master 
its destiny. It permits the consideration of changes 
which the firm considers as a desired and normal state, 
and treats them accordingly. 
A medium-range plan must specify 
(i) Objectives for each year of the three to five 
year period. 
(ii) Operating policies by which these objectives 
could best be attained. 
(iii) Resources required to carry out the policies. 
(iv) Organisation structure. 
(v) Or~anisation operations. and 
(vi) The design of data coll.ection and· analysis. 
Objectives must be formulated separately for each 
year of the three to five year period, so as to indicate 
a desired rate of improvement during the period. They 
must be set for each functional area of the enterprise : 
marketing, manufacturing, finance, research and develop-
ment, personnel and so forth. 
Products must be cla,ssified and categorised into ·the 
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smallest number of basic classes. Objectives must 
then be set for each product class in terms of values 
based on forecasts of the number of customers. 
Profit objectives must be broken down into their 
components of income and cost. (Income here means 
sales volume and costs reflect the productivity of 
each operating, service and administrative function.) 
Objectives involving productivity must also be 
formulated. 
Policies for sales and distribution must be elaborated, 
dealing with (a) changes in prices, (b) additions to 
and deletions from the product lines, (c) changes in 
consumer behaviour, (d) expenditure in advertising, 
sales promotion, research and development and packaging 
of products, (e) changes in channels of distribution, 
and (f) changes in arrangements with wholesalers and 
retailers, (minimum order quantities, discounts, credit 
terms, promotion). 
In addition the requirements of people, space and 
equipment for each operational and administrative unit 
must be determined. 
In the area of organisational structure the following 
aspects must be covered : (a) the optimum size of 
operating units (for each function), (b) the optimum 
number of similar units to be coordinated by one 
manager, and (c) the optimum basis for coordinating 
units (e.g. geography, function or product). 
As far as the control of performance is concerned the 
following questions must be considered : responsibility 
and authority for {a) initiating recommendations for 
change, {b) accepting and rejecting the .recommendations 
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for change, and (c) evaluating the policies or 
courses of action. 
In order to evaluate any proposed plan for change it 
is necessary to have all the information covering : 
(a) forecasting, (b) resources required at various 
levels of operations, and :(c) data on the effective-
ness of operating policies, organisational structure, 
etc. 
(3) Annual or Operational Plans 
Once all these elements have been made interdependent 
through programmes and plans based on objectives 
expressed in figures, the management of 'existing' 
products to be made by 'existing' processes and using 
'existing' procedures and methods, can be organised 
within a logical, measurable framework. Management 
in this category of planning becomes more 'automated'. 
The achievement of the annual plan has to be controlled 
by a coordinator using an information system which must 
be precisely defined and diffused to all levels of the 
enterprise. The plans of action of each division or 
department, (depending obviously on the size and 
complexity of the firm), must be transmitted to the 
coordinator, together with all monthly performance data. 
Monthly results attained are then compared with the 
plan's objectives and the reports showing all variances 
must be sent promptly to responsible or interested 
executives. These should comment upon these variances 
and if they do not exceed a certain limit, the 
superior level of management does not intervene. 






concentrate more fully on long-term problems and 
the enterprise's growth and progress becomes the 
firm's principal activity and criteria of its 
effectiveness. Any kind of progress is a function 
of creativity which in turn demands, and will continue 
to demand, flexibility and ipitiative. Yet only a 
. ' 
balance between flexibility,. initiative and 
imagination can constitute the criterion of the develop-
ment of a truly scientific management. 
A simple diagram below illustrates the main aspects 
of an annual plan. Its details will, obviously, vary 
again from firm to firm, depending on factors such as 
kind of activity, size, complexity and so on. 
L--- Annual Plan 
-
· I Marketing Plan J 
I Production Plan I 
;: Financial Plan I 
.. 
I .Manpower Plan I 
29.7 Organisational Structure of Planning 
Some aspects of the required organisational structure 
have ~lready :been described in the preceding section •. 
Other sugges~ions are briefly presented .below. 
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The first step in planning - setting company's 
objectives - is logically the responsibility of the 
chief executive. The planner or a planning committee 
may well help him in this task. The use of a 
planning committee has a supplementary advantage of 
getting the major departments involved and interested 
in planning at an early stage. 
The group charged with strictly long-range planning 
would consist of a few top executives selected by the 
chief executive from the planning committee on the 
basis of their imagination, intellectual curiosity 
and keen interest in the broad spectrum of business 
environment. They would, obviously, continue in their 
functional jobs, but would be assisted by one or.more 
full-time assistants, either from within the company 
or hired as consultants. These specialists might be 
chemists, biologists, mathematicians, sociologists and 
so forth, depending on the type of business the firm 
is in. 
The medium-range and short-range planning and current 
sizing-up should be the responsibility of the operating 
personnel representing the major functional departments 
who may also be grouped in a committee. Their 
specific planning tasks would be concurrent with, and 
designed to tie into, their daily operating responsi-
bilities. This planning group would also be given 
specific projects. 
It should be stressed that there is no one best way 
to organise the planning activity within a given 
enterprise. There are many conflicting views on this 
problem, and what is z:ight and ad~,quate for one company 
. . I 
may not be' right or suitable for another firm. One 
might even say that one form of organisation may be 
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right for the same company during one period and 
completely unsuitable during another. One has to 
consider all factors, internal and external which are 
more and more dynamic in character. 
However, whatever form this pattern may take, the 
following conditions must be realised if planning 
is to be successful : 
(a) to create a favourable atmosphere for planning; 
(b) to relate planning to doing; and 
(c) to instill the importance of planning into every 
member of the enterprise • 
! . . I . 
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30. FORMAL MODEL 
30.l The Role of the Computer in Planning 
The planning process discussed up to this point 
represents a conceptual viewpoint, the primary 
emphasis of which is simplicity, logic and consistency. 
Only by moving from the easier, everyday specific 
things to the more abstract can we succeed in finding 
the correct basis for building a comprehensive, 
general planning theory. For the time being, simple 
frameworks to guide the planning activity are all 
that are needed. The emphasis must be placed on a 
combination of imagination and creativity with 
an analytical method and a sense of realism. The 
final topic to be considered in this context is the 
role that the computer may play in this process, 
particularly at the higher levels within the 
organisation. 
Our survey and observations indicate that there is a 
firm belief that computers will contribute 
increasingly to planning at all levels. There seems 
to be a general consensus especially among management 
scientists and some planning enthusiasts {mainly 
theoreticians), that models tailored to company needs 
will be constructed and fed into computers and 
actual events or alternative courses of action would 
be passed through the model to give instant new plans. 
We have already touched upon some of these aspects 
in our introductory section. 
There are already some corporate computer planning 
models in use, but like so.many of the latest management 
te9hniques they are still in the development stage and 
by no means ready for everyday use. This failure is 
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explained by experts who argue that average company 
management must undergo some education before they are 
ready to make full use of computerised planning. They 
also stress the fact that this apparent failure has 
been caused by the fear of managements that they would 
have to abdicate their responsibilities to the machine. 
Experts have, obviously, hastened to assure management 
that nothing of this sort would ever happen. 
The experts list the 'relative' advantages of the 
computer but emphasise the superiority of man's 
ability over machines to process information. Such 
a comparison, obviously, depends greatly upon the 
current state of technological advances. At the same 
time these experts affirm that the computer will not 
remain for ever limited to routine tasks, and that 
man's mental endowments may well be duplicated on the 
computer! 
We shall take up this argument later, but we will focus 
our immediate attention on their suggestion that an 
especially powerful and fruitful symbiosis between 
man and the computer is encountered in long-range 
planning in coping with the enormously complex 
problems found in this activity. In this cooperation 
man would propose alternative plans, placing a utility 
value on the predicted alternatives, and the machine 
would then determine by means of a formal model, the 
consequences of each alternative. In addition to 
this task, the computer could also provide a general 
capabiiity for retrieving specified information. 
The decision and utility functions, well understood 
at present and capable of being described formally, 
would be, therefore, incorporated with the computer 
models. Functions that cannot be formalised would 
I 
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simply be reserved for the human decision-maker. 
Any man-machine model would have a hierarchical 
structure that would allow the planner to examine 
details selectively. This man-machine system would 
speed up all phases of the planning process, though it 
would not change its iterative nature, which has the 
advantage of allowing modifications to plans before 
they are executed. In conve~tional systems such 
modification may not be made until long afterwards, 
when feedback identifies deviations in an unrealistic 
plan. 
Such a system would also offer the advantage of 
speeding up all phases of the planning process, so 
that plans could be formulated on the basis of more 
recent information. Quicker.response to changes 
in existing plans - should this. be necessary - would 
also be permitted. 
Because of the 'relatively low' cost of processing 
information in the man-machine system, this would 
result in the use of greater details in planning, 
more alternative might be considered, a greater realism 
in models could be so introduced, and the high-level 
planner would be in closer contact with detailed 
planning than under the conventional system. 
We have serious reasons for not having integrated this 
'man-machine' system into our conceptual model, and 
the following section will examine in detail this 
'man-machine dream' to make these reasons clear. 
30.2 Objectives for a Corporate Planning Department 
! ' 
Our conceptual model of planning postulates, among 
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others, the following objectives for the company's 
planning department 
(1) To provide management with the most modern tools 
and techniques available to permit them to manage 
better the resources available so as to attain 
the firm's objectives and goals efficiently and 
effectively. 
(2) To possess a working knowledge of the computer, so 
that the right10ol is used in the right place. 
(3) To implement the use of new management science 
techniques in areas there they are not being used, 
if such use is justified and appropriate. 
The planner's role is to provide executive departments 
with a quantitative basis for decisions regarding the 
operations ·under their control. 
However, .long-range planning, in spite of its inter-
disciplinary character, is primarily a social science, 
and as such, it must communicate effectively if changes 
are to be brought about. The communication problem 
has long been recognised, and to illustrate this 
critical problem more forcefully, we could go as far 
as to say that executives have to take decisions based 
on data they do not fully understand, collected and 
presented by people they do not fully understand, and 
submitted in terms they do not fully understand. 
The full impact of this statement has been demonstrated 
in our discussion on management science. These 
scientists have never really established communication 
with the management practitioners. As long as the 
unity of science and management is not realised, there 
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is no real hope that computer-aided planning will 
become a real help to management, in spite of the 
fact that such planning has seemingly gained 
acceptance. This modern tool, the computer, has 
already been misused in the past in other areas of 
managerial activities, even though seemingly simple 
tasks have been .·handled, such as inventory controls, 
production scheduling, credit control and similar 
activities. Several instances of such misuses from 
the local scene· could be cited. 
The relationship between the company's management, its 
·operating departmentsand its planning department or 





















It is only natural that in the face of such 
complexity, the conununication problem, as illustrated, 
is stupendously magnified. 
30.3 The Purpose of a Corporate Planning Model 
Using the experts' definition(G) "the purpose of a 
corporate model is to permit a consistent and com-
prehensive projection of corporate future activities, 
given a set of planning assumptions". One may say 
naively that the end-product of a corporate planning 
model would be simply the production of anticipated 
annual reports (such as balance sheets, profit and 
loss statements; information on capital structure, 
.source and application of fbnds), for a firm for a 
series of years in the future. 
But these documents are not produced by a routine, 
mechanistic process; they result from a careful 
definition of the firm's role and its .objectives-
they include figures resulting from an analysis of the 
past, and figures representing specific targets, 
including the environment, competition, the company's 
functions and capital structure. 
These interacting, interdependent and interrelated 
variables must be coordinated into a system of inter-
dependent activities. 
Leaving aside the various aspects of organisation and 
administration, it is no wonder that scientists of 
mathematical orientation have been tempted to express 
this complex relationship by mathematical formulae 
in the hope that simple symbols would facilitate the 
und~rs~anding of this complexity.and bring some order 
into the seeming chaos. In their language the 
,, 
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operational levels of the various activities 
represent variables in their equations. These 
variables either physical or financial in character, 
once tied into seemingly consistent sets of equations, 
could be used for predicting the future complexes of 
relationships. 
This is a simple and potent argument and one should not 
be surprised that the use of mathematical models has 
recently had a phenomenal growth in business as a means 
of expressing relationships between variables, testing 
the validity of hypotheses, and developing rules for 
decisions. 
To clarify our thinking let us remember that models 
can be classified either as descriptive, normative or 
both. A descriptive model is useful in portraying the 
behaviour of a system, while a normative model is 
intended to guide its operations for which rules are 
based upon the evaluation of relevant variables, and 
the system's objectives. 
The purpose, then, for which models are built is to 
help study, formulate and recommend the system's 
(company's) objectives. The concept of objectives 
is a broad, as well as an important, one. It may be 
an economic objective, affecting all parts of the 
company such as maximising profits, or it may be a 
physical one, such as to increase the company's 
market share by x percent. The model can test the 
compatibility of these two kinds of objectives, and 
if they are compatible, it may, for example, develop 
a set of sales volumes of various products and a 
choice of equipment which would enable the firm to 
make these volumes, and so meet the specified . 
objectives. 
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30.4 Types of Planning Models and Their Construction 
Three approaches to planning models could be traced 
in the literature available on corporate planning 
models and their construction : 
(1) Corporate Simulation 
(2) Programming Models. 
(3) Econometric Models. 
These three possible approaches cannot be considered 
to be completely separable, and the above categories 
are·. offered for the sake of clarity and convenience 
. ' . . 
only. All three approaches primarily offer tools 
for measurement, and, with the exception of 
programming models, they do not offer prescriptive 
solutions. 
(1) Corporate Simulation 
Our survey.of the literature on this topic has brought 
to light some statements concerning attributes of 
corporate simulation that appear to be conunon 
denominators : 
(a) Most models are used primarily for ·financial 
planning at the corporate level. 
(b) The majority of such models answer "What-If" 
questions about financial relationships. 
(c) Most of these models consist of sets of 
equations comprising analytical structures that 
relate sets of inputs to performance-type outputs. 
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(d) Most models belong to the descriptive variety 
that does not attempt to prescribe optimal 
solutions. 
(e) Most models are deterministic in character. 
The adoption and continual development of corporate 
simulation .projects by firms in America and in Great 
Britain as well as in South Africa seems to be 
spreading. According to a study undertaken by 
George Gershefski in 1970 in America(?) more than 
100 models were in use or in development, and these 
models were used primarily as tools in :the preparation 
of one-to-rive-year financial plans, or as aids in 
long-range planning. 
The structure of this type of model is in accordance 
with conventional income statements. The model 
estimates significance of the prediction of the 
income statement which is completed when the inputs 
for this planning structure are assembled. In 
addition to ·providing a computational framework to 
relate together the variables and ratios, the model 
enables a nwnber of ''what-if" types of questions to 
be answered, such as for example, "What if sales 
were RlS million rather than Rl2 million?" 
(2) Programming Models 
In this kind of model the superstructure consists 
basically of an economic objective function for the · 
firm and a set of constraints on the unlimited 
achievement of that objective. The objective 
function quantifies the answer to the question,· "What 
is.the economic goal towards which the firm is 
directing its activities?" and the constraints quantify 
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the answer to the question, "Why cannot the firm 
achieve this objective?" 
The specific structure of a programming model is shown. 
below (S) : 
Pt = f (Ol,t'o2 ,t' + •.• + on,t> where Pt =performance 
measure such as profits for time t, and o1 ,t,o2 ,t ••• 
• • O t = alternate outputs in time t. n, . 
The outputs typically compete for the firm's resource 
inputs and the extent of such input trade-offs as well 
as overall company limits on available resources are 
defined by a series of constraints, such as for example : 
< 
0n,t - gn(Mn,t' 0n,t-l) 
. . . etc., etc. 
where 
M n,t 
. . . 
< 
< 
+ c 0 t n n, 
< 
LM ·t 
• + d O· t - CEt n n, 
M. t = marketing expenditures on product i in time t 
1, 
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CFt = total available cash flow 
LCt = unit labour costs in t 
LMt = maximum available labour hours in t 
CEt = maximum available. machine time in t 
h,g. = some function 1 
Ci = unit labour requirements 
di = machine requirements 
The above· partial listing.of typical constraints 
indicates the specific constraint structure of 
programming models. 
(3) Econometric Models 
More recently, ·econometrics has been employed for the 
construction of planning models. Such models measure 
and analyse the relationships among variables within 
.and around the firm using the statistical and 
mathematical tools of econometrics. In econometric 
models surveyed, three general classes of endogenous 
and exogenous variables can be distinguished : 
(i) Environmental variables influencing the firm's 
decisions from outside, generally exogenous in 
nature. 
(ii) Control variables that are within the control of 
I 
the firm's manage~ent, and may be either -
endogenous or exogenous. 
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(iii) Performance variables that measure the firm's 
economic and financial performance, usually 
endogenous. 
The structure of such models can best be described by 
an example(S) shown below : 
where 
E1 ,E2 , ..• En= environmental variables such as total 
volume of demand, product prices, labour 
costs, money rates, GNP, total industry 
output, purchasing power of the industry's 
customer group and average industry prices 
c1 ,c2, •• en = control variables such as the firm's 
price structure and production level, the 
size and character of its sales and 
advertising programmes, the rate and 
direction of its capital investment 
programmes, the size and direction of its 
research and development programmes, the 
size and direction of its management and 
organisational structure, the extent of 
its equity and external debt, financing 
' ' 
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an.d the financial leverage, the size of 
its cash balances and liquid asset 
position, the size of its management and 
employee development programmes, and the 
overall market and product areas in which 
the firm competes, including its new 
product and acquisition policies 
P = performance variables such as the firm's y 
level of earnings, growth in earnings, 
projected earnings, growth in sales, 
overall market outlook and management 
reputation, long- and short-term debt, 
cash flow, debt-to-equity ratio, current 
ratios, quick ratios, times interest 
earned 
= general functional notation 
= error term 
In the above structure the performance variables are 
interrelated in such a way that P1 is, in effect, a 
product of the value P2 ,P3 .. Py' which means that 
the P variables are jointly determined as a part of a 
simultaneous system.. 
jointly determined and 
the P variables. The 
The C variables. may also be 
significantly interrelated with 
general structure enables to 
measure these effects when some of the Ci are 
designated as endogenous. These models presume that 
the entire set of endogenous variables may be uniquely 
evaluated by reference to the previously determined set 
of exogenous variables. Estimating the coefficients 
in a simultaneous system can be done by appropriate 
techniques which will yield ratio~al estimates of the 
existing relationships among variables. 
,,, 
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Econometric models do not tell us the optimal values 
for our control variables, although data may be 
provided by their application which may bear upon that 
question. The choice between the many different ~inds 
of econometric models possible at t.he level of a firm 
largely depends upon the objectives of the model 
builder. It is difficult to explain the specifics of 
the models illustrated above without some examples of 
specific model structures applied in surveyed corporate 
planning models but the length of such illustrations 
place them beyond this work's scope. 
To complete our overview of corporate planning models 
we shall briefly comment upon the kind of equations 
used and on the steps involved in the building of these 
models. The equations used in the discussed models 
may be classified according to the nature of the 
relationship they describe. 
atibn is generally accepted : 
(a) Definitional equations 
(b) Technological equations 
(c) Behavioural equations 
(d)· Institutional equations. 
The following categoris-
(a) Definitional equations describe an exact def,ini tional 
interrelationship between. two or more variables. (For 
example, profits (P) equal sales (S) minus total costs 
(C), that is P = S -C.) 
(b) Technological equations describe the results or 
iriteractions of an essentially technological (or 
physical) process. The production function (from 
,, 
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economic theory), relating a company's output (O) to 
its labour (L) and capital (K) input is a typical 
technological equation. The equation O = f (L,K) reads 
as output equals a function of labour and capital and 
describes the company's output as a function of labour 
and capital productivity. 
(c) Behavioural equations describe operating constraints 
imposed by internal or external institutional (or 
policy) factors. Institutional equations can be 
further subdivided into three sub-categories according 
to the institutional factors they describe (external 
factors, internal factors, or both). Figure 27 
below shows the uses and limitations of the four 
c~tegories of equations described above. 
In building and working out a model five steps are 
involved 
(1) Definition of the proble~1 selection of criteria 
and identification of alternatives. 
(2) Formulation of the structure of the model. At 
this stage techniques must be determined which 
will be used, and the form of relationships 
between the factors puts the alternatives into 
perspective helping to i~entify others. Data 
requirements are also determined •. All factors 
influencing the outcomes are listed, a fl.ow""." chart 
of the qualitative model of the situation is 
developed, and this model is then converted into 
a general mathematical model. 
(3) Data collection involves gathering data required to 
derive· empirical estimates of the parameters 
indicated in the generalised model. 
! ' 
FIGURE 27 : THE USES AND LIMITATIONS OF THE FOUR BASIC EQUATIONS 
Equations 





re 1 at i ons ( i • e. exact by 
definition) 
The results or interactions 
of an essentially techno-
1 ogi cal or physical process 
Inputs Required to.Derive 
Equation 
None, represent exact 
definitions 
Knowledge of inter-
relation between the 
variables 
Historical data describing 
the inputs and outputs of 
the technological. process 
Knowledge of the dynamics 
of the process 
Human behaviour patterns; Historical data describing 
the response of the company 1s the behaviour of a given 
company 1s customer's, workers sector of the population to 
and competitors, etc. to a a given measurable stimulus 
given stimulus Knowledge of the behaviour 
pattern 
Accuracy or Stability of the Major Use of Equation 
Equation as as Estimator 
Accurate by definition 
- exact by definition 
Normally accurate and 
highly stable as long as 
the process has been 
accurately described and 
is not subject to sharp 
change 
To develop precise inter-
relations between variables 
To forecast or project the 
results.of a technological 
process in terms of the 
inputs required to yield a 
desired output or, conversely, 
the output that can be 
expected from a given 
combination of inputs 
Depends on the persi stance To forecast or project the 
and stability of the results of a change in some 
behaviour pattern . given independent variable 
Subject to 'random shocks 1 (or set of independent 
since human behaviour variables) on the behaviour 
patterns cannot be perfectly (i.e. purchasing, expenditure 
reduced to mathematical or investment, etc.) pattern 




Figure 27 (cont.) 
Equations. 
I nsti tuti on al 
Phenomena Analysed 
Operating or marketing 
constraints introduced by 
either· the company's own · 
policies·or the policies 
of government, the banking 
system, or the industry, 
etc. 
Inputs Required to Derive 
Equation 
Historical or projected 
values of the institution al 
constraint parameters 
Knowledge of the institu-
tion al structure 
Accuracy or Stability of the 
Equation as an Estimator · 
Accurate by definition as long 
as policy or institutional 
factors do not change. 
Subject to error if the pro-
jected polities change 
Major Use of Equation 
To develop an objective 
explicit estimate of the 
impact of a given company 
or external policy on the 
company's operations and 
to render exp 1 i cit all of 
the purely institutional 
constraints which limit 
the courses of action 
open to the company 
Source: Robert Weinberg: "The Uses and Limitations of Mathematical Models"; An Analytical Approach to Advertising 





(4) The computation step involves computing the 
parameters required to convert the generalised 
model developed in step (2) into a specific planning 
and control model. 
(5) The last step - verification and adjustment 
involves comparing the estimates generated from the 
model with their actual counterparts and verifying 
the model. If estimates deviate, determining the 
adjustments and/or changes to be made in the model 
takes place in order to eliminate these deviations. 
From the above overview one can conclude that the 
process by which an experienced management scientist 
arrives at a model he is studying is probably best 
described as intuitive. If one.grants this then the 
interesting question becomes the pedagogical problem 
of how to develop this quailiity. 
In our survey of literature dealing with this aspect we 
have not discovered.one single proposal of how this 
pedagogical problem should be incorporated in the 
management science. Naturally, apother question 
arises immediately in our minds : What if the manage-
ment scientists elaborating and building corporate 
planning models do not possess the above rare quality? 
30.S Use of Planning Models 
The purpose of planning models is, therefore, 
essentially to study the.future development of a firm 
from the present to some future state. · As described 
above, two basic approaches are possible. The first 
is based on optimisation and the second on simulation. 
The first type of model would be useful for setting 
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guidelines for the choice of investments in the 
medium- and long-term. 
The s_econd type of model, simulation models, lack 
optimisation and in this model the essential size 
and shape of the company over time is defined as 
input and the model can be used to examine the effects 
of various predetermined assumptions about growth and 
the resulting financial picture of the company through 
the examined years. 
Which of these two approaches is used largely depends 
upon the type of questions which the model will be 
· assumed to answer. The survey of literature available 
at present in this field of endeavour indicates quite 
clearly that corporate planning models now exist in all 
types of industries in the U.S.A., as well as in South 
Africa. Some South African companie~ have started to 
build planning models during the last ten years, and 
because of the 'believed' potential benefits of 
corporate modelling, an increasing amount of corporate 
.model building activity in the next few years can be 
anticipated. 
30.6 'Believed' or Assumed Advantages of a.Model 
The advantages of models cited in many articles and I 
works surveyed by us would be as follows : 
~---=--------. 
{a) Models are comprehensive and consider the effect 
of interrelated accounts. 
(b) Models provide rapid and relatively cheap answers. 
Once they have been developed, management can 
experiment with them, using ~ wide variety of 
forecasts. 
- 433 -
(c) Models follow a precisely documented procedure, 
which is defined unambiguously. 
(d) Models help define the needs of management for 
information. 
(e) Models provide a communication link throughout 
the company. 
(f) Models enable management to assess the long-term 
impact of short-term decisions. 
What is strange, however, is the fact that the 
computer manufacturers are more cautious in their 
respective offers of hard- and software for planning 
models. Their offers are more general and philosophical 
in character and emphasise the ultimate responsibility 
of the user. Even .. more strange is the fact that 
one of the largest computer firms participating in our 
survey does not use any formal planning model for its 
own planning process. Not even one of the advanced 
planning techn·iques such as linear, dynamic, integer 
programming, simulation, PERT, etc., is used by this 
company as an aid in its decision-making process. 
30.7 The State of the Art 
With the above information firmly established in our 
minds, let us now examine the present state of the art 
as reflected by the literature available on corporate 
planning models. A rather well defined evolution 
has been identified. The early optimising models 
developed in operations research groups have been 
largely discarded (with some isolated exceptions such 
as oil companies and plywood and similar industries). 
There are several rea:sons for this: fact.· Firstly, 
policy decisions have proved too complex to define in 
.. 
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optimising terms; secondly, the organisations do 
continuously change; and lastly, operating managers 
could not understand these models. It would appear, 
however, that:modelling is still controlled by operations 
research groups in European countries, and so their 
efforts in corporate models building are still largely 
oriented towards optimisation. It should be mentioned, 
however, that computer simulation techniques were 
developed in 1965 in Great Britain(g), but only a few 
companies have attempted to make use of them. British 
managers do not seem to like interactive corporate 
models in their planning. 
After th.is vogue. came the development of simple report 
generators by finance and corporate planning groups. 
At the same time, the operations research groups were 
developing partial, fragmented models intended for 
use for special problems such as pricing, plant 
location, etc. Both groups have attempted to build 
'conversational' (interactive) capability into their 
models. 
The most recent efforts have been directed towards 
developing integrated, modular corporate simulation 
models or systems. Such systems are composed of 
simple elements representing various parts of the 
organisation. These modules can be considered in 
isolation or in total. The simulation models not 
only describe and analyse systems, but, once .constructed 
and tested, they may also be applied to predict the 
effects of alternative policies, strategies and 
decisions. 
Howev~r, even·these models are becoming so complex 
that they will suffer the same fate as the earlier 
I ' ~ 
- 435 -
optimising systems. The current literature on 
corporate modelling, leads one to surmise that their 
builders feel somehow compelled to increase the 
complexity of all models, probably on the assumption 
that intricacy means a greater usefulness. 
The computers, perhaps unfortunately, have made it easy 
for individuals to use analytic methods they do not 
understand, or to use models that do not fit the 
problems. Without a good definition of the problem 
a good model cannot be constructed. 
There is the final question which should be raised. Is 
computerised corporate planning suitable for all firms? 
A number of firms, after having investigated the concept 
of computerised planning, have rejected it primarily 
because of the costs involved. Planning models are 
expensive, and firms such as retail organisations that 
have relatively simple planning requirements can handle 
them more economically by traditional methods. Only 
firms with a well defined flow of work and progressive 
management would be successful in installing and 
using corporate modelling profitably. Otherwise it 
may generate more problems than it solves. The major 
obstacles for successful application of planning, 
assuming that other problems that will be discussed 
later are solve4 are human resistance to change, 
conflicts and ignorance. 
Very often management information systems and 
computerised corporate planning are confused, the 
former being thought to be a prerequisite for the 
latter. 
The. management information .system handles data on a 
detailed unit basis, for example, items in inventory, 
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and requires several years to be installed. Defined 
simply, it is a system for gathering and accumulating 
operating data on a real time basis and making the 
data available on request. 
The planning system precedes the management information 
system and stems from decision requirements of manage-
ment. This system provides the basis and specification 
for the management information system and to link these 
two systems represents a formidable problem to overcome. 
Only very few management information systems are 
operating at present and.fortunately the planning 
·system does not depend upon absolute accuracy and 
immediate.updating of data. 
30.8 Formal Model - A Dilemma 
From the px-eceding analysis the following aspects 
emerge quite clearly : 
(1) The mathematical and operational resear.ch 
techniques . ..£!!!! play an important role in the 
solution of managerial problems which continue to 
increase in scope and complexity. 
(2) Various mathematical approaches have been developed 
and are or have been used for solving managerial 
problems in areas such as production scheduling, 




During the last decade there has been a growing 
interest in the application of mathematical 
techniques in areas such.as financial planning, 
capital budgeting and strategic planning. 
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Our survey of the local scene has shown that some of 
the larger South African companies follow these trends 
very closely. They also use mathematical techniques 
in operational areas, and some of them have attempted 
to apply them to corporate planning as well. 
The techniques used by these firms are identical to 
those used by companies in the U.S.A. or in Europe. 
They are, therefore, universally transferable and do 
not require a special local adaptation. Only the 
kind and number of variables may change. These 
techniques can provide top management with means for 
a better understanding of how their decisions interact. 
They can clarify the factors that managers deal with 
and can point to those of utmost interest to them. 
However, the majority of South African companies are 
not yet ready to use such techniques, and in many 
instances they may not even need them yet. One of 
the largest industrial groups in South Africa has 
commented upon this aspect as follows : " ••• To a 
lesser or greater degree these techniques (advanced 
planning techniques) have and are being used in 
developing, evaluating and controlling a specific 
project, but our experience has shown that by and large, 
they are unnecessary". 
It is an undeniable fact that models ~ play an 
invaluable role in managerial decision-making, and no 
effort should be spared to accelerate the education 
of South African managers in order that they may profit 
by using them. However, as far as corporate planning 
models are co~cerned, the attention of South African 
managers should be directed to some rather disturbing 
facts about these models. 
After having followed their development and analysed 
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reports dealing with their use and application we 
must ask a simple question : Are the corporate planning 
models really useful to managers? Many of those firms 
that have adopted the use of planning models have, at 
present,. either severely reduced or stopped the 
efforts to develop planning models altogether. 
In many instances the developed models have not been 
implemented or they_have only been used sporadically.· 
But for us the most significant finding is the fact 
that. formal planning models, when used, do not 
influence significantly· the actual process of the 
company's formulation of strategy. The outputs of 
these models are not used, .and most do not know what 
to do with all the information the models provide. 
Naturally, those involved in the development of formal 
planning models attempt to explain these failures 
and offer.excuses which can be .summarised as follows : 
{a) Managers are irrational and for this reason they 
dislike using planning models based on rational 
and logical principles. 
{b) The models used are oversimplified (see our contrary 
finding above) or need information which is 
currently not available within the firm, (as if 
more sophisticated techniques or better information 
systems were just around the corner, and as if 
these improvements could.solve the problems of 
implementatfon). 
(c) Managers lack education in sophisticated techniques 
which can facilitate their processes of formulating 
strategies. 
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(d) Managers' attention is, at present, directed to 
more pressing problems forced upon them by 
increasingly difficult social and economic 
conditions. 
The last excuse is probably the most ironical one 
because management scientists emphasise that the most 
important purpose of formal planning models is 
precisely to help and assist top managers in making 
decisions which would avoid these short range problems. 
These findings (lO) compel us to reexamine seriously 
the question of whether the current orientation towards 
formal planning models will ever lead to successful 
implementations of their outputs. 
reasons? 
What are our 
The explanations offered by scientist-modellers are, 
obviously, only feeble excuses,. and th~ scientists 
themselves may not be aware of their failure. To 
understand the situation~ one has to examine the very 
basis upon which the development of formal corporate 
planning models rests. 
We have described the decision analysis cycle leading 
to generation and formulation of plans as follows : 
(1) Determine the data to be used for solving the 
planning problem. 
(2) Propose alternative solutions for this problem 
and determine the consequences of alternative 
plans (the planner's responsibility). 
(3) Select the best alternative. (Normally planners 
face multiple objectives and uncertain consequences 
. ! 
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of their actions. The decision process thus 
becomes much more complex than simply choosing 
the highest utility in terms of a single 
objective.) 
(4) Translate the selected plan into detailed 
lower level plan. 
(5) Control the approved plan. 
Current practice does not follow this normative frame-
work of long-range planning. Furthermore, long-range 
planning is carried out by top managers in a dynamic 
unstable and highly political environment, and the 
implications of these facts are immense as recent 
surveys show{ll). These implications can be described 
in more detaii as follows 
{a) Managers performing multiple tasks under continuous 
time pressures, are neither able nor motivated to 
examine the consequences of a range of alternative 
decisions; they avoid analyses requiring a large 
amount of inputs or more complex data inputs. 
{To of fer one example of what is meant by complex 
analyses : the Sun Oil Company requires 1500 
separate inputs~ 12 ) for their formal corporate 
model; the Edison Company< 13 > requires. two months 
to prepare the input data for a single run of their 
financial model.) 
{b) The actual role of top management is one of 
approval - it does not generate and evaluate 
alternative plans. Top managements are interested 
in models or other decision aids only if they can 
help in analysing the process at lower levels • 
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(c) Individuals or groups are committed to a single 
alternative which biases the planning process. 
Very often financial corporate models are so 
manipulated so as to 'look good', or are used as 
a weapon to reduce commitment to projects not 
deemed advisable. Biased forecasts are even 
prepared to gain commitment to a project fancied 
for some reason by analysts. 
(d) The criteria for managers' evaluation are the 
results of their decisions and the quality of these 
decisions. In such instances the model is used, 
for example, to escape the responsibility of a 
wrong forecast. 
(e) To develop planning models, extensive efforts are 
required, but the environment 1 of continual 
management, company and social change precludes 
such efforts. 
The above and similar.factors have never been taken into . 
consideration by model builders (can they ever be?) 
and so the theoretical views of a formal planning model 
as an unbiased evaluator of a range of alternatives.in 
a range of environments are clearly not correct. 
Furthermore, if one analyses the reasons indicated by 
various companies for adopting formal planning models, 
one wonders if the goals set out could ever be 
achieved. For example, in one case< 12 > the firm's 
reason was 'to improve and speed up the accuracy of 
planning'. In a second case<13 > the motive was 
stated as 'giving top management more time to generate 
strategy'. 
There are also secondary objectives commonly suggested 
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for planning models such as : 
(a) To aid efficiency to the planning process because 
they permit the consideration of effects of more 
alternative environments; 
(b) ~o increase the interaction because different 
groups in the firm are involved; 
(c) To increase the learning process because planning 
models are ideal tools by which managers may gain 
insight into the complexity of the planning process. 
Analysing these secondary objectives, one cannot but 
question their attainment through the implementation 
of a formal corporate model. 
As far as the formal planning model itself is concerned, 
some say that it should be a 'robust' one, meaning that 
an interaction as complete as possible should be sought. 
However, there are planning situations when an improved 
interaction is definitely not a good thing. Russel 
L. Ackoff's findings in this respect are illustrated 
in his own words : "When organisational units have· 
inappropriate measures of performance, which put them 
in conflict with each other, communication between 
them may hurt organisational performance, not help it. 
Organisational. structure and performance measurement 
must be taken into account before permitting the free 
flow of information between parts of the organisation 11 <14 ? 
Furthermore we have to admit that a modern, large 
company does not maximise profitability in any sense, 
and that many of its objectives are intangible and only 
poorly understood. It is, therefore, not difficult to 
understand that an environment of qualitative, poorly 
understood and conflicting obj.ecti ves will hardly be 
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propitious to models which are oriented solely towards 
economics. Yet, up to now, only this kind of model 
has been produced. 
Companies which have evolved formalised planning 
realise the increasing need to incorporate the cost/ 
benefit analysis into the planning process. But how 
can this ratio be determined if the causal relationship 
between a plan and its multiple effects is naively and 
inadequately understood? How, in the absence of a 
comprehensive planning theory, could a methodology 
for predicting the causes behind future organisational 
performance changes evolve? 
We have already mentioned elsewhere in this .work the 
urgent need for developing ways how to understand and 
interpret the cause-effect_ relationships. In current 
models historical data are used to 'fit' various 
ass.urned relationships. There are fundamental reasons 
against the adequacy of 'fits', as pointed out in 
sections 10 and 11, and further reference in this regard 
can be made again to Toffler's book< 4>. 
If Toffler and other futurists are right, then, in 
addition to all above reasons and to the evolutionary 
changes, the use of historical data - .even when it seems 
to be relevant - is inadequate and' inappropriate in 
constructing formal models for long-range planning 
because the direction and the magnitude of a causal 
relationship can never be assessed in a model based 
upon non-experimental data when multiple regression 
analysis is used because the. 'goodness of fit' can never 
be utilised. 
This has been pointed out by De Neufville(lS) in the 
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following statement : "The statistical closeness of 
an equation to a set of observational data on a system 
is not a sufficient test of its validity ...• Indeed, 
an example can be reputed to fit existing data quite 
closely even though it is actually quite opposite to 
the valid causal model". 
This phenomenon, observed by statisticians since the 
mid 1930's, has been completely ignored by model 
builders. Several software manufacturers of fer 
packages with statistical subroutines to allow the model 
builders to experiment with alternative relationships 
generated from historical data. These relationships 
can be highly· misleading or outright wrong when used to 
project the effects of changes in the output variables 
of the firm's performance. 
The last aspect meriting a few comments is the failure 
of current modelling efforts caused by the fact that 
these efforts are always the responsibility of staff. 
They are thus · isol~ted from the. actual formulation of 
strategy and so the strategy's qualitative, skill- and 
politically-oriented factors are not and cannot be 
reflected in the model. And so, more often t~an not, 
model builders interpret their task as one of 'making 
something which works', and this results in highly 
sophisticated, mathematical models which are useless. 
Though isolated from the actual strategic process in 
terms of their background and experience, the model 
builders are nevertheless being made responsible for 
the success or failure of their formal models. Yet, 
long-range planning is the responsibility of the chief 
executive and this difference .. in. viewpoint is· 
significant and critical, and as· Robert L. Katz has 
observed "Management of the total enterprise demands 
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a different way of thinking, application of different 
criter~a, and the exercise of different skills than 
are required for the management of any part. Many 
companies can and do survive without doing anything 
more than operating each part efficiently. However, 
such companies lose much of the opportunities to 
choose and change their own destinies • . . While there 
may not be an independent body of general management 
knowledge, per se, there are distinct skills and ways 
of thinking unique to the general management function" .<lG) 
What is the answer to the problems discussed? 
Management scientists must realise and recognise that 
the models' obsolescence is in direct relationship 
between their modelling efforts and the rate of change 
both in the company and the environment. Besides 
stating explicitly the objectives of the long-range 
planning modelling efforts, they must incorporate the 
actual organisational behaviour patterns in their 
modeis and this is definitely not a simple and easy 
task. 
Further, it should be realised that the development of 
formal planning models must become the responsibility 
of top management. When this happens, their form will 
be quite different from those used at present. Such 
models will be : 
(1) Simple, because the chief executive does not have 
time to develop and utilise sophisticated tools. 
. (2) Deterministic in character (dealing only with 
certainties); 
(3) .Information-processing rather than data-generating; 
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(4) Unique and individualistic, incorporating the 
chief executive's perception of compromises 
between commitment and personal reward.(lO) 
In these developments, the management scientists will 
not be the all-important contributors as they are today. 
Their contribution will come mainly from the insights 
and understanding generated by their research into 
(a) the causal relationships between a plan and its 
consequences, and (b) into the direction and extent 
(long-, medium- and short-term) of causal phenomena 
such as promotional effectiveness, research and 
developmental effectiveness, and the effectiveness of 
personnel developed. 
Management scientists should also be used to study the 
process of strategy formulation as it exists at 
present - not as the various frameworks say it should. 
This orientation can and will result in the improvement 
of the quality of the decision theory so much publicised 
at present and this will, in turn, lead to the 
improvement of the decision"'."making process itself. 
30.9 Conclusion 
The above f indiQ.gs lead us to the inescapable con""' 
clusion that formal planning models, as they are 
formulated and built at present, can contribute very 
little to the improvement of the long-range planning 
process because their basic orientation is at fault. 
As far as the other advanced techniques and tools of 
management s.cience are concerned, their function is to 
help create informed judgement. As such., they are not 
only essential but vital to modern management, and 
should be. used whenever.this can be benefici'al to the 
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decision-making of managers. Their application will, 
obviously, involve an extensive use of computers which 
must be efficient and effective. 
We have to acknowledge the fact that explicit analyses 
carried out by such tools have many advantages, but 
that all criteria, assumptions, calculations, 
empirical data and judgements should be described in 
these analyses in such a way that they can be subjected 
to checking, testing, 
possible refutation. 
explanatory they help 
criticism, debate, discussion and 
Because such analyses are self-
a person with a different point 
of view to understand how he might reasonably reach 
different conclusions if .he believes· that. different 
assumptions may be more valid. Since such analyses 
have a self-correcting character, they can be the best 
protection against persistance in error, and finally, 
only this kind of analysis can build confidence in the 
results and in the decisions based on the.m. 
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TABLE I : PROFILE or SAMPLE Of 340 FIRMS 
Group Characteristics 













Beverages and Hotels 
Building and Allied Industries 
Chemicals 1 
Clothing and Knitwear 
Fishing 
Food 
Footwear and Leather 
furniture and Household Appliances 
!roll, Steel, Engineering and Electrical 
Motor and Transport 
Paper, Pulp, Packaging, Containers and Timber 
Pharmaceutical and Medical 
Printing and Publishing 
Stores 
Sugar 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 
Retailer·s and Wholesalers 
General 
Oil Companies 
Service (Travel, Dry Cleaning, etc.) 
Other 





































1,.1.f '6 340 -
~ : The selected sample includes 8 conglomerates and is, therefore, in reality, much 
larger. These congloMerates represent alone 508 wholly-owned subsidiaries 
with 192 branches, 6 partly-owned subsidiaries and 55 associated companies. 
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TABLE 2 : ANNUAL TURNOVERS or THE FIRMS SURVEYED • 
Turnover 
200 000 ·- 1 million 
1 million - 3 million 
3 million - 5 million 
5 million - 10 million 
10 million - 15 million 
15 million - 20 million 
25 million - 30 million 
30 million - 40 million 
40 million - 50 million 
50 million - 100 million 
100 million - 200 million 
200 million - 500 million 
NUMBER or PEOPLE EMPLOYED 
15 - 350 
350 - 1 000 
1 000 - 5 000 
5 000 - 10 000 
10 000 - 30 000 
30 000 - 70 000 
70 000 - 100 000 
over 100 000 






















• Not all respondents were willing to communicate their turnovers or the number of 
people employed. They consider this information as strategic. 
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TABLE 3 : PLANNING INTENSITY --------- Questionnaire 
V> (""') Not Completed, ""' CD 0 0 
:::> 3 Reason Given Group 
..... "C = ....... CD 
CD (""') ..... 0 -0 =o ""' "C ..... ::r :::> ..... ., CD ...+- 0 ....... 
CD Q) :::r cb Q) ::r '-< 
0.. :::> -0 CD Cl> Cl> CD = c.c ., ., (/) 0 ., CD 
CD 0 c: :::> Q) 
(") ""' ., V> (/) CD C: CD c:;") "C 0 
(/) (/) ,_.. CD :::> 
(/) ...... 0 < (") 
:::> ..... CD ,_.. c:;") 
0 CD :::> ..... ...... ..... (I) ..... < 
(/) (") CD 
:::> 
Banks and Building Societies 14 4 1 3 6 
Mining Companies 
Coal 5 2 2 1 
Diamonds 3 2 1 
Gold 11 1 2 8 
Metals and Minerals 9 1 2 6 
financial Houses 
Mining 4 3 1 
Industrial 15 3 6 6 
Investment Trusts 2 1 1 
Insurance 5 2 1 1 1 
Property 4 2 2 
Industrial Organisations 
. Beverages and Hotels 10 2 1 6 1 
Building and Allied Industries 21 5 1 1 14 
Chemicals 9 4 1 2 2 
Clothing and Knitwear 26 4 2 3 16 
Fishing 5 1 4 
Food 13 3 10 
Footwear and Leather 7 1 2 4 
Furniture and Household Appliances 14 3 1 3 7 
Iron, Steel, Engineering and Electrical 58 19 13 1 25 
Motor and Transport 27 9 1 4 13 
Paper, Pulp, Packaging and Containers 13 5 1 1 6 
Pharmaceutical and Medical 6 3 3 
Printing and Publishing 8 2 1 1 3 
Stores 14 6 2 6 
Sugar 4 3 1 
Textiles, Carpets, Blankets and Yarss 9 3 6 
Tobacco and Match 4 1 I 2 
Retailers and Wholesalers 8 2 6 
General 
Oil Companies 5 3 
Service (Travel, Dry Cleaning, etc.) 4 1 
Other 3 
Total 340 6 8 
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GRAPH 3A : PLANNING SOUTH AFRICAN COMPANIES (Question A(l)) 


















TABLE 3A : PLANNING SOUTH AfRICAN COMPANIES (Question A(l)) 
(/) ::c: • :2 -c c:> ..... 
<1) Q) 0 ...... .-t- 0 
..c < l' Q) :::r .-t-c: ...... ::> <1) Q) 
Group <1) ::> -c ::> 
.., ...... 
::> <C ...... ...... ..... <"> Q) ::> 
<1) -c ::> <C :::r ...... ::> Ol 
Q) ...... ::> 
::> ::> 
::> <C ..... 
::> 
<C 
Banks and Building Societies 5 1 2 8 
Mining Companies 
Coal 2 1 1 4 
Diamonds 2 2 
Gold 1 2 3 
Metals and Minersal 1 2 3 
finaneial Houses 
Mining 1 2 3 
Industrial 4 2 2 8 
Industrial Trusts 1 1 
Insurance 3 1 4 
Property 2 2 
Industrial Organisations 
Beverages and Hotels 4 5 9 
Building and Allied Industries 5 1 6 
Chemicals 3 3 6 
Clothing and Knitwear 3 3 4 10 
fishing 1 1 
. rood 3 3 
footwaar and Leather 1 2 3 
furniture and Household Appliances 3 2 3 8 
Iron, Steel, Engineering and Electrical 16 5 12 33 
Motor and Transport 7 4 3 14 
Paper, Pulp, Packaging and Containers 4 2 1 7 
Pharmaceutical and Medical · 3 3 
Printing and Publishing 2 1 2 5 
Stores 6 1 1 8 
Sugar 3 2 5 
Textiles, Carpets, Blankets and Yarns 3 3 
Tobacco and Match 2 2 
Retailers and Wholesalers 2 2 
General 
Oil Companies 4 1 1 6 
Service (Ory Cleaning, Travel, etc.) 1 2 3 
Other 1 1 
TOTAL 79 36 61 176* 
* Note : Including companies having declared .'yes' or 'no' without completing the questionnaire 
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TABLE 4 : DATE or INTRODUCTION or LONG-RANGE PLANNING AMONG SOUTH AFRICAN FIRMS (Question A( 2)) 
" ...... ...... ...... ...... ...... ...... ...... ...... ...... ...... ...... ...... ...... 
,__, 
.... '° '° '° '° '° '° '° '° '° '° '° '° '° ;:) ...... ·. °' °' °' °' °' °' °' °' °' 
....., ....., ....., ....., .-+-
0 · ....... N VJ -l'"' V1 °' 
....., 00 '° 0 ...... N VJ ct> .... ;:) 0.. 








Banks and Building Societies x x x x 
Mining Companies 
Coal x x 
Diamonds x x 
Gold x 









Beverages and Hotels x 
Building and Allied Industries x x x x 
Chemicals x x x 
Clothing and Knitwear x 
Fishing 
food 
footwear and Leather 
Furniture and Ho.usehold Appliances x x 
Iron, Steel, Engineering and Electrical x x x x x x x x x x x 
Motor and Transport x x x x x 
Paper, Pulp, Packages, Containers and Timber x x x x 
Pharmaceutical and Medical 
Printing and Publishing x x 
Stores x x x 
Sugar 
Textiles, Carpets, Blankets and Yarns x x 
Tobacco and Match x 
Retailers and Wholesalers 
General 
Oil Cof11panies · x x x x 
Service (Travel, Dry Cleaners, etc.) x 
Other 
Note : In sever~l ~ases the~iven ~as "many.years ago"; in others.no ?nswer was given. 
The 'x' indicates th some ompanies have introduced formal planning in the year shown 
above. ~ 7 






GRAPH 5 : PLANNING HORIZON (Question A(3)) 
Time Periods in Years 
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TABLE 5 : PLANNING HORIZON (Question A(3)) 
Time Period fo Years 
Group 1 2 - 3 4 - 5 
5 and Total Planning 
More . Companies 
Banks and Building Societies 1 4 5 
Mining Companies 
Coal 2 2 
Diamonds 2 2 
Gold 1 1 
Metals and Minerals 1 1 
financial Houses 
Mining 





Beverages and Hotels 2 1 1 4 
Building and Allied Industries 4 1 5 
Chemicals 1 2 3 
Clothing and Knitwear 2 1 3 
Fishing 
· food 
footwear and Leather 1 1 
furniture and Household Appliances 1 2 3 
Iron, Steel, Engineering and Electrical 2 13 1 16 
Motor and Transport 2 2 2 1 7 
Paper, Pulp, Packages, Containers and Timberl 1 2 4 
Pharmaceutical and Medical 
Printing and Publishing 1 1 2 
Stores 1 2 3 6 
Sugar 3 3 
Textiles, Carpets, Blankets an~ Yarns 
Tobacco and Match 1 1 2 
Retailers and Wholesalers 
General 
Oil Companies 2 2 4 
Service (Travel, Dry Cleaners, etc,.) 1 1 
Other 
Total 11 18 40 10 79 
- - - -
- 457 -
TABLE 5A : CAPITAL INTENSITY, ORGANISATIONAL COMPLEXITY, RATE OF TECHNOLOGICAL CHANGE 
Tot a 1 Assets/ Number of Capital I No. of Subsidiaries (S) Associated Rate of Structure Type of 
Net Assets Peop 1 e Emp 1 oyed Intensity Divisions Branches ( B) Companies Technological Size Complexity Organisation al Change Structure 
(a) ( b) (c) (d) 
I 
Banks and Buildin2 Societies 
UDC Holdings Ltd 21 915 000 320 - 3 - s M H, MO Nedbank Ltd 55 729 000 2 500 - 2 - M M MN, MD Standard Bank Investment Corporation 103 382 000 15 000 - 8 - L H MN, MO Natal Building Society 55 104 800 1 070 - ( B) 25 - M M MN, MD 
Mining Companies 
Clydesdale Collieries (Tvl.) Ltd 11 915 194 - - l VL s L SP Coronation Collieries Ltd 8 802 000 715 - 1 VL s L SP De Beers Consolidated Mines Ltd 50 891 000 4 614 - 9 VL M M MP, MD Consolidated Diamond Mines Ltd 5 745 000 5 028 - 1 VL L M SP Buffelsfontein Gold Mining Co. Ltd 141 000 000 l 9 400 - 5 VL L ~ SP, MD S.A. Managanese Mines Ltd 19 577 000 3 500 4 VL M M SP, MD 
.Financial Houses 
Federal e Vol ksbel eggi ngs Bpk 301 424 000 120 -
I (S) 106 
- L H H Barlow Rand U:d 26 298 000 107 000 245,8 20 ( B) 159 29 - L H C, MN Syfrets/UAL Holdings Ltd 1 227 - - M M H 
Industrial Organisations 
Beverages and Hotels 
Rennies Consolidated Holdings Ltd 10 827 000 7 500 -
r 
4 {S) 10 - L M C, MN Picardi Investments Ltd 2 037 000 15 - - s H H 
Buildin2 and Allied Industries 
Buffalo Timber & Hardware Co. Ltd 112 000 336 333,3 4 VL s H Gypsum Industries Ltd 2 147 000 1 100 l 958, 0 . VL M H Pl ate Glass & Shatterproof Industries 10 474 000 14 000 748, l 41 (S) 270 L L H Bruynzeel Plywoods Ltd 7 500 000 5 500 1 363, 6 6 L M M Everi te Ltd 5 417 226 3 500 l 547,7 4 L M M 
Chemicals 
Federale Kunsmis Bpk 23 671 000 2 894 8 179,3 
I 
4 MH M H MP, MD 
l Cl (SA) Ltd 43 000 000 900 - 8 MH s L MN, MD 
AE&CI Ltd 91 710 000 13 000 7 054,6 MH L H MP, MD 
Rand Car bi de 4 912 000 975 5 037, 9 MH s L SP, MD 
Clothing and Knitwear 
! (S) s 
Nini an & Lester Holdings Ltd 4 856 000 900 5 395,5 4 VL L HP 
Burlington Hosiery Mills (SA) l 836 000 1 600 l 147,5 4 Vl M H MN, MP 
Rex Trueform Clothing Co. Ltd 1 608 000 3 060 525,4 3 Vl H M Kl 
Delswa Ltd 97 000 l 600 60,6 5 Vl 11 M HO 
- 458 -
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Table SA (cont.2 
Paper, Pulp, Containers & Timber 
Premier Paper Mills Ltd 
SAPP/ Ltd 
Metal Box Co. SA Ltd 
Metal Closures Group SA Ltd 
Evelyn Haddon & Co. Ltd 
Printing & Publishing 
SA Associated Newspapers Ltd 
CNA Investments Ltd 
Stores 
John Orr Ho 1 dings Ltd 
Woolworths Holdings Ltd 
F oschi ni 
Edgars 
Pick 1n Pay Ltd 
OK Bazaars (1929) Ltd 
Sugar 
Huletts Corporation Ltd 
/llovo Sugar Estates Ltd 
Tongaart Ltd 
Tobacco & Match 
Lion Match Co. Ltd 
General 
Oi 1 Companies : Mo bi 1 Di 1 SA Ltd 
Shell SA Ltd 
BP Southern Africa Ltd 
Service : SA Marine Corp. Ltd 
Legend : 
Rate of Technological Change (a) 
VL • Very 1 ow 
L • Low 
MH •Medium high 
H = High 
Total Assets/ Number of 
Net Assets People Employed 
15 94 7 000 1 000 
36 290 000 11 600 
15 901 000 7 500 
1 300 000 700 
336 000 390 
3 502 000 1 350 
5 775 000 6 000 
2 724 000 2 831 
3 549 000 2 710 
1 522 000 4 000 
443 000 7 500 
2 298 000 2 400 
15 872 000 16 000 
51 144 000 23 000 
8 815 000 5 400 
21 673 000 13 000 
6 948 000 2 800 
- 3 500 
- 2 617 
- 450 
51 957 000 -
Size (b) 
S • Small up to 1 000 employees 
M •Medium from 1 001 to 5 000 employees 
L • Large from 5 001 upwards 
Capital No. of 
Intensity Divisions 
15 94 7 ,0 5 
3 128,4 6 
2 120, 1 14 
1 857, 1 8 
861,5 3 








2 223, 7 11 
1 632 ,4 3 
1 667' 2 7 





Structure Co!!f>lexity (c) 
L • Low 
M = Medium 
H •High 
Subsidiaries (S) Associated Rate of 










( B) 25 -
( B) 61 -
-
( B) 500 -
















Single Plant v 
Mu 1t i -p 1 ant ... 
Multi-national firm.,, 
Multi-divisional firm -

























Structure Type of 
Complexity Organi sati anal 
Structure 
( - 1 c J (d) 
L MP 
H MP 





M MP (Chain) 
M MP (Chain) 
M MP (Chain) 
M MP (Chain) 
k MP (Chain) 




M MN, MP 
M MN, MP 
~ MN, MP 
L MN, MP 
M SP 
GRAPH 6 - COMPANIES PRODUCING THEIR PLANS IN WRITTEN FORM (Question A(5)) 
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TABLE 6 : COMPANIES PRODUCING THEIR PLANS IN WRITTEN FORM (Question A(5)) 
Plan 
Group 
Written Not Written 






Metals and Minerals 1 
Financial Houses 
Mining 






Beverages and Hotels 3 1 
Building and Allied Industries 4 1 
Chemicals 3 
Clothing and Knitwear 3 
Fishing 
Food 
Footwear and Leather 1 
Furniture and Household Appliances 2 1 
Iron, Steel, Engineering and Electrical 16 
Motor and Transport 7 
Paper, Pulp, Packages, Containers and Timber 4 
Pharmaceutical and Medical 
Printing and PUblishing 1 1 
Stores 5 1 
Sugar 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 
Retailers and Wholesalers 
General 
Oil Companies 4 
Service (Travel, Dry Cleaners, etc,) 1 
Other 
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TABLE 6A : IS THE PLAN REVISED? (Question A(6)) 
Group 















,Beverages and Hotels 
Building and Allied Industries 
Chemicals 
Clothing and Knitwear 
Hshing 
rood 
rootwear and Leather 
Furniture and Household Appliances 
Iron, Steel, Engineering and Electrical 
Motor and Transport 
Paper, Pulp, Packages, Containers and Timber 
Pharmaceutical and Medical 
Printing and Publishing 
~tores 
Sugar 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 
Retailers and Wholesalers 
General 
Oil Companies 




























































GRAPH 7 : STAFF-LINE RESPONSIBILITY IN PLANNING (Question A(?))' 









Planning by Line Planning by Both 
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0 "' ...... 
Group ""' V> ::0 n 0 .+ r- ""' CD 0 -0 "' "' ....... 0 (J) 3 ...... ., -+t :::> .+ -0 -0 J>) c. -+t CD :r 0 "' :::> :::> :::> :::> 
(J) .......... 
Yes No Yes No Yes No Yes No CD CD :::> (J) UJl 
Banks and Building Societies 4 1 3 1 3 2 2 1 5 
I 
Mining Companies 
" Coal ' 2 2 2 2 2 
Diamonds 2 2 2 2 2 
Gpld 1 1 1 1 1 
Metals and Minerals 1 1 1 1 1 
financial Houses 
Hinfog 





I Beverages and Hotels 1 1 1 1 2 1 1 2 4 
Building and Allied Industries 5 1 4 2 3 2 3 5 
Chemicals 3 1 2 1 2 1 2 3 
Clothing and Knitwear 3 1 2 3 2 1 3 
Hshing 
Food 
Footwear and Leather 1 1 1 1 1 
Furniture and Household Appliances 3 1 2 1 2 1 2 3 
Iron, Steel, Engineering and Electrical 1 14 2 13 2 13 10 5 1 16 
Motor and Transport 6 6 6 6 1 7 
Paper, Pulp, Packages, Containers and Tlmber 4 2 2 1 3 1 3 4 
Pharmaceutical and Medical 
Printing and Publishing · 2 2 2 2 2 
Stores 6 6 6 6 6 
Sugar 3 3 1 2 2 1 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 1 1 1 
Retailers and Wholesalers 
General 
Oil Companies 3 1 2 3 2 1 1 4 
Service (Travel, Ory Cleaners, etc,) 1 1 < 1 1 1 
Other 





GRAPH 8 : COMPANIES WITH UNITS EXCLUSIVELY ENGAGED IN LONG-RANGE PLANNING (Question B) 
Companies with Exclusive Planning Units 
... ------------ - .. -------
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TABLE 8 : COMPANIES· WITH UNITS EXC~USIVELY ENGAGED IN LONG-RANGE PLANNING (Question 8) 
Group 














Beverages and Hotels 
Building aqd Allied Industries 
Chemicals 
Clothing and Knitwear 
fishing 
food 
footwear and Leather 
furniture and Household Appliances 
Iron, Steel, Engineering and Electrical · 
. Motor and Transport 
Paper, Pulp, Packages, ~ontainers and Timbqr 
Pharmaceutical amd Medical 
Printing and Publishing 
Stores 
Sugar 
Textiles, Carpets, Blankets anq V~rns 
Tobacco and Match 
Retailers and Wholesalers 
General 
I Oil Companies 






















1, 2, 3 
7 
3 





1, 2, 6 
3 
8, 5, 2 
2, 1, 2 
5 



























Table 9 (cont.) 
-. Changing enviro~ent, competitive action, development of group by acquisitions 
- Expansion funds required 
- To coordinate an formalise the group's long-range planning 
- To centralise formal planning activities and remove the burden of medium-term and long-term 









To recommend and, after approval, implement, a basis of Group long 
range planning with a view to producing a long range plan for A TC 
itself incorporating the individual Group companies' long range plans. 
3. Qualifications Required 
3.1. A recognised academic qualification, preferably in accounting 
or economics and comme roe or a recognised equivalent ther~~of. 
3. 2. Practical experience in accounting and financial matters with 
an ability to analyse detail and make firm recom:qiendations 
arising therefrom. 
3. 3. Possess imagination in all fields appertaining to the purpose of 
his job and consequently an ability to adapt his thinking in the 
light of new methods, ideas and developments and prefera.oly 
based on practical managerial experience. 
3. 4. A willingness to accept responsibility and authority with the 
ability to delegate where necessary and advisable. 
3. 5. A willingness and ability to co-operate not only with senior 
An_glovaal personnel but with all levels of management throughout 
the Group. 
4. Appointment 
Appointed by the Managing Directorit. 
5. Organisational Relationships 
(Refer to Anglovaal Head Office Chart dated 17th November, 1971 ) 
5.1. I .... 
Group Planner - 471 -
5.1. Accountable to the Managing Director#. 
f>. ~. Liaison with all memberM of Anglovaal Head OfHce and 1 ;rnup 





Executive Director (Mines) 
Executive Director (Industries) 
6.1. Granted by the Managing Director• :-
6. 1. 1. 
6. 1. 2. 
6.1. 3. 
To initiate investigations into ways and means of 
maintaining and improving the ·standard of long range 
planning throughout the Anglovaal Group. For this 
purpose he has the authority to request officials 
through the recognised channelf:1 of communication 
for any data which he may deem necessary. 
To present, in terms of a timetable to be recommended 
by him, an annu~l long range plan for ATC 
incorporating Group companies' plans. 
To request assistance through the General Manager 
for detailed figuring and preparation of data in Head 
Office. 
6. 2. His authority is limited in that :-
6. 2.1. He has no executive authority vis-4-·vis Anglo\·a.al 
itself or any of the Group comp&.nies , and no power to 
bind Anglovaal or any Group company in any agreement 
without sped.fie authority to do so either by the Board 
of a company or the Managing Directors of Ang~o·/aal. 
7. Responsibilities in terms of Authority 
7. 1. To ensure that the purpose of his job as set out above 1:.; 
performed in detail as efficiently as possible and bearing m rni11d 
that the prime purpose of a long range plan is a tool of 
management. 
7.~~. / .... 
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Group Planner Page :l. 
7. 2. To communicate to com1·aniee ln the Group, t.hrough tlw 
recognised channels of communication, overall planning 
assumptions previously endorsed by the Managing Di recto:!'\. 
7. 3. To report on the quality of the long range planning throughout 
the Group and to encourage the training of all levels of Gruup 
staff in the field of long range planning. 
7. 4. To liaise with those set out in 5. 2. above in regard to all 
technical and non-technical aspects of planning, with more 
specific reference to the Group's subsidiary and associated 
companies. 
7. 5. To submit the annual planning timetable to the Managing Directors 
and to keep the Managing Directors aware of progress beLl.g 
made throughout the Group from time to time, not only in 
adhering to the timetable but in regard to the quality of the 
planning and the actual performance compared with the plan., 
such written reports to be made at least quarterly for submission 
to the Executive Committee. 
7. 6. To co-operate with those concerned in making recommendations 
and finalising Group policy in regard to investment/disinvestment 
in any company and/or new project, with specific reference to 
the Group's long range plan, and to draw attention to any 
variances that may appear evident to him from time to time 
at any levels in Group operations. 
7. 7. . To ensure .. that he is available from time to time to be a member 
of Head ·Office committeef., as more fully set out in the attached 
schedule. 
SJNM/AT 
17th November, 1971 
• 
" 
GRAPH lOA : PLANNING EFFORT TO BE ACCOMPLISHED ANO USES Of PLANS DEFINED BY THE CHIEF OFFICER (Question 1) 
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TABLE lOA : PLANNING EFFORT TO BE ACCOMPLISHED ANO USES or PLANS DEFINED BY THE CHIEF OHICER 
(Question 1) 
Group 
Banks and Building Societ\es 
MininI Companies 
Coa · · 
Diamonds 
Gold 








Beverages and Hotels 
Building a~d Allied Industries 
Chemicals 
Clothing and Knitwear 
Fishing 
Food 
Footwear and Leather 
Furniture and Household Appliances 
Iron, Steel, Engineering and Electrical 
Motor and Transport 
Paper, Pulp, Packages, ~ontainers and Timbqr 
Pharmaceutical and Medical 
Printing and Publishing 
Stores 
Sugar 
Textiles~ Carpets, Blankets and Yarns 
Tobacco and Match 
Retailers and Wholesalers 
General 
! Oil Companies 


























































GRAPH lOB : THE CHIEF EXECUTIVE STATEMENT ON PLANNING EFFORTS COMMUNICATED TO EVERYBODY AFFECTED BY PLANNING (Question 2) 
I u Yes ] I . . No J 
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TABLE lOB : THE CHIEF EXECUTIVE'S STATEMENT ON PLANNING EFFORTS COMMUNICATED TO EVERYBODY 
AFFECTED BY PLANNING (Question 2) 
Total 
Group Yes No No Response Planning 
Companies 
Banks and Building Societ!es 4 1 . 5 
Min!nI Companies 
Coa 2 2 
Diamonds 2 2 
Gold 1 1 
Metals and Minerals 1 1 
Financial Houses 
'Mining 





Beverages and Hotels 1 1 2 4 
Building and Allied Industries 4 1 5 
Chemicals 3 3 
Clothing and Knitwear 2 1 3 
Fishing 
food 
footwear and Leather 1 1 
furniture and Household Appliances 1 1 1 3 
Iron, Steel, Engineering and Electrical 12 3 1 16 
Motor and Transport 5 1 1 7 
Paper, Pulp, Packages, Containers and Tiinb~r 3 1 4 
Pharmaceutical and Medical 
Printing and Publishing 2 2 
Stores 5 1 6 
Sugar 3 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 2 
Retailers and Wholesalers 
General 
Oil Companies 3 1 4 
Service (Travel, Dry Cleaners, etc.) 1 1 
Other 
1E.!.tl 56 14 2 79 -
GRAPH lOC : STAFF ASSISTANCE AND FACILITIES PROVIDED FOR OPERATING MANAGERS (Question 3) 
I No · ) I Yes . I 
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TABLE IOC : STAFF ASSISTANCE AND FACILITIES PROVIDED FOR OPERATING MANAGERS (Question 3) 
Group 













Beverages and Hotels 
Building and Allied Industries 
Chemicals 
Clothing and Knitwear 
fishing 
Food 
footwear and Leather 
furniture and Household Appliances 
Iron, Steel, Engineering and Electrical 
Motor and Transport . 
Paper, Pulp, Packages, Containers and Ti~b.~r 
Pharmaceutical and Medical 
Printing and Publishing 
Stores 
Sugar 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 
Retailers and Wholesalers 
General 
Oil Companies 



























































GRAPH 100 : SPECIFIC IMPLEMENTATION PLANS ELABORATED BY OPERATING MANAGERS WITH STAFF ASSISTANCE OR TOP MANAGEMENT HELP (Question 4) 
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TABLE 100 : SPECIFIC IMPLEMENTATION PLANS ELABORATED BY OPERATING MANAGERS WITH STAFF ASSISTANCE 
. OR· TOP MANAGEMENT HELP (Question 4) 
Total 
Group Yes No No Response Planning 
Companies 
Banks and Building Societ!es 3 1 1 5 
Mini~I Companies 
Coa 1 1 2 
Diamonds 2 2 
Gold 1 1 









Beverages and Hotels 1 1 2 4 
Building and Allied Industries 3 1 1 5 
Chemicals 2 1 3 
Clothing and Knitwear 1 2 3 
fishing 
food 
footwear and Leather 1 1 
furniture and Household Appliances 1 2 3 
Iron, Steel, Engineering and Ele~trical 9 5 2 16 
Motor and Transport 5 .1 1 7 
Paper, Pulp, Packages, Containers and Tim~~r 
Pharmaceutical and Medical 
3 1 4 
Printing and Publishing 1 1 2 
Stores 6 b 
Sugar 2 1 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 2 
Retailers and Wholesalers 
General 
Oil Companies 3 1 4 
Service (Travel, Dry Cleaners, etc.) 1 1 
Other 
.!2.!tl -~s 21 10 79 - -
GRAPH 11 : BALANCE BETWEEN STAff AND LINE PARTICIPATION AND RESPONSIBILITY MAINTAINED (Question 5) 
I Yes . I I No . I I No Response - - - J 
100% 
75% ,_ ________ ...... 
50% --------------
25% 
:~---~~~~~=·:-B:;9f ___ ~~-~~ 
0 




TABLE 11 : BALANCE BETWEEN STAFF AND LINE PARTICIPATION AND RESPONSIBILITY MAINTAINED (Question 5) 
Total 
Group Yes No No Response Planning 
Companies 
Banks and Building Societies 4 1 5 
Mininy Companies 
Coa 1 1 2 
Diamonds 2 2 
Gold 1 1 
Metals and Minerals 1 1 
financial Houses 
Mining 





Beverages and Hotels 1 1 2 4 
Building and Allied Ind.ustries 4 1 5 
Chemicals 3 3 
Clothing and Knitwear 3 3 
fishing 
Food 
footwear and Leather 1 1 
Furniture and Household Appliances 2 1 3 
Iron, Steel, Engineering and Electrical 12 3 1 16 
Motor and Transport 1 1 7 
Paper, Pulp, P~ckages, Containers and Timl)~r 
Pharmaceutical and Medical 
3 1 4 
Printing and Publishing 2 2 
Stores 5 1 6 
Sugar ' 3 Textiles, Carpets, Blankets and Yarns Tobacco and Match 1 1 2 
Retailers and Wholesalers 
General 
Oil Companies 3 1 4 
Service (Travci, Dry Cleaners, etc.) 1 
Other 
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TABLE 12 : PLANNING ASSUMPTIONS WRITTEN DOWN (Question 6) 
Total 
Group Yes No No Response Planning 
Companies 
Banks and Building Societies 3 1 1 5 
Mining Companies 
Coal 2 2 
Diamonds 2 2 
Gold 1 1 
Metals and Minerals 1 1 
financial Houses 
Mining 





Beverages and Hotels 2 2 4 
Building and Allied Industries 3 2 5 
Chemicals 1 2 3 
Clothing and Knitwear 2 1 3 
fishing 
rood 
rootwqar and Leather 1 1 
rurniture and Household Appliances 2 1 3 
Iron, Steel, Engineering and Electrical 14 1 1 16 
Motor and Transport 3 4 7 
Paper, Pulp, Packages, Containers and Timber 3 1 4 
Pharmaceutical and Medical 
Printing and Publishing 1 1 2 
Stores 4 2 '6 
Sugar 3 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 2 
Retailers and Wholesalers 
General 
Oil Companies 3 1 4 
Service (Travel, Ory Cleaners, etc.) 1 l 
Other 







































TABLE 13: ACTION STEPS ASSIGNED TO INDIVIDUALS WITHIN A TIMETABLE Of ACCOMPLISHME-NT (Question 7) 
Total 
Group Yes No No Response Planning 
Companies 
Banks and Building Societies 4 1 5 
Mining Companies 
Coal 2 2 
Diamonds 2 2 
Gold 1 1 
Metals and Minerals 1 1 
financial Houses 
Mining 





Beverages and Hotels 1 1 2 4 
Building and Allied Industries 4 1 5 
Chemicals 2 1 3 
Clothing and Knitwear 1 2 3 
fishing 
food 
fpotwear and Leather 1 1 
furniture and Household Appliances 1 2 3 
Iron, Steel, Engineering and Electrical 14 1 1 16 
Motor and Transport 3 2 2 7 
Paper, Pulp, Packages, Containers and Timber 3 1 4 
Pharmaceutical and Medical 
Printing and Publishing 2 2 
Stores 4 2 6 
Sugar 3 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 2 
Retailers and Wholesalers 
Gtineral 
O'il Companies 3 1 4 
Service (Travel, Dry Cleaners, etc.) 1 1 
Other 
Total 53 16 10 79 - -
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TABLE 13A 
N.B.S. !~imUJ\J, PL\NilTNG CY1 .~I.;-:: --~ _....,_,..,_,. _ _..,. ..... -·-·-··•--""·-..... - .. ······-··-···1· .....-.----..... -  .... _._ ..... , ... -.. ..... .. .... ... ·-·-....... ___ _
HEAD OF'.fICE Pl.ANNING COMMITTEE MEE'J,S. 
FIXBS PRCVISJONAL GROWTH OB,JECTIV1'.:S 
I FOR :F'OR'I'HCOH!NG YT~AR. COMMUNICATES 
i THE-Sl~ TO BRANCHES. 
·'-~~~~~-~~~~~~...,.......~~~~~~~~~-----
_ l 
BRANCHES SUBMIT ~·o HEAD o:~FICE: 
(i) PROVISIONAL BRANCH BUDGE!. 
(U.) INITIAL GROWTH TARGETS. 
(iii) STAFF TARGt'TS FOR FORTHCOMING YEAR. 
(iv) ADHIN .. and. CI,IEN'.i: Sl!-:RVICE TARGETS. J 
----~r-·-... ---_ .. _·-----·-· 
HEAD OFFICE Pl.ANNING COMMITTEE CONSIDERS: 
(i) 1',INA!, BRANCH DEV:i';LOPMl:.~T PROGRAMME. 
{ii) FINAJ., GROWTH CDJECT!VE li'OR SOCIETY. ~ 
(iii) SCCIE~Y'S BUDGET FOR FORTRCOMINQ YBAR r-
AND THE LIKE!.Y EFFECT OF O':-!E RES1JJ,T ON TH£ O~""R j 
BRANCHES ADVISED OF ANY CHANGF..S NECESSARY. __ ._=r_ ·-. 
HEAD OFFICE rec NEGOTIATB AND 
AGREE WITH INDIVIDUAL BRANCHES~ 
(i) FINAL BRANCH BUDGETS. 
(5.i) FINAL GRO\t!'rH TARGETS. 
(iii) t3TA!'F RESULTS. 
(iv) ADMIN. and CLIEN'f .SERVICE RESULTS. 
~--____ L_____ I 
REVIEW FIRST QUA.HTER'S RESULTS AN~ J 





r~--; ~----------·-~---------·---~-- / -~ ~.: C Y C J ... E _ __J - ,. ~ 






GRAPH 14 : PARTICIPATIONOf THOSE WHO WILL BE CARRYING OUT THE PLAN IN THE PLANNING PROCESS (Question 8) 
[ Yes . I r ;~ I i--_ --- ~;~~- -----] 





TABLE 14: PARTICIPATION OF THOSE WHO WILL.BE CARRYING OUT THE PLAN IN THE PLANNING.PROCESS (Question 8) 
Group 














Building and Allied Industries 
Chemicals 
Clothing and Knitwear 
Fishing 
Food 
Footwear and Leather 
Furniture and Household Appliances 
Iron, Steel, Engineering and Electrical 
Motor and Transport 
Paper, Pulp, Packages, Containers and Timber 




Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 
Retailers and Wholesalers 
General 
' oh Companies 
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f Not Realised I 
t=;_~-,, .... -~~~-=~-~ =-. --_:_:_;_i 
[ No Response I 
t=-~-:.:.-.:12~:::~:-~:.:::-..:.:.· 





TABLE 15 : PLANNING CLIMATE (Question 9) 
Group Yes 
Banks and Building Societies 4 
Mining Companies 
' Coal · 
Diamonds 2 
Gold 1 
·Metals and Minerals 1 






. Industrial Organisations 
' Beverages and Hotels 2 
Building and Allied Industries 4 
Chemicals 2 
Clothing and Knitwear 3 
fishing 
food 
rootwear and Leather 
furniture and Household Appliances 3 
Iron, Steel, Engineering and Electrlc~l 15 
~otar and Transport 5 
Paper, Pulp, Packages, Containers and Timber 2 
Phar111aceutical and Medical 
Printing and P~lishing 1 
Stores 6 
Sugar 2 
T extlles, Carpets, Blankets and Yarns 
Tobacco and Match 1 
Retailers and Wholesalers 
Ganer al 
· Oil Companies 2 
Service (Travel, Ory Cleaners, etG,) 1 
Other 
Total 60 -










































GRAPH 16A EXTERNAL ANALYSIS - OUTLOOK roR THE INDUSTRY - ENVIROltlENT (Question lO(l)A) 
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"i:> ::I ...... 
0 0 ...., :z O> ....... ....... 0 0 ....... 
Group V> ..... 0 0 n 0 ...... '° ::I = 0 "i:> ·o ..... ..... 0 a> 3 ....... ..... 0 0 3 (/I "O O> 
O> O> O> ..... "O O> ::I ....... ....... ....... 0 0 ::I ::I 
::I ..., ...... 
Yes No Yes No Yes No Yes No (/I <1> ::I Cl> (/I'° 
Banks and Building Societies 4. 4 3 1. 4 1 5 
' J ' 
Mining C01Dpanies · 
' Coal · ' . z 2 1 1 1 1 2 
Diamonds 1- 1 1 1 2.· 2 2 
Gpld. 1 1 1 1 1 
Metals and Minerals 1 1 1 1 1 
ril'!anciai. House~ 
Min fog ·3 3 2 1 3 1 4 
Industriel · 




I Beverages an~ Hotels · 2 2 2 2 2 4 
Building and Allied Industrle.s 3 2· 3 2 4 1 .4 1 5 
Chemicals 3 3 3 3 3 




footwear and Leather 1 1 1 1 1 
furniture and Household Appliances 2 1 1 2 3 2 l 3 
Iron, Steel, Engineering and Elec~rlcal 11 4 14 1 14 1 15 1 16 
Motor and Transport 4 .2 5 1 4 2 6 1 7 
Paper, Pulp, Packages, Containers and Timber. 4 4 4 4 4 
Pharmaceutical and ·Medical 
Printing and Publishing 2 1 1 1 1 2 2 
Stores 6 5 1 2 4 6 6 
Sugar 3 3 3 3 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco end Match 1 l l 1 1 2 
Retailers and Wholesaler~ 
General 
Oil Companies 3 3 3 3 1 4 
Service Oravel, D~y Cleaner.s, etc,) 1 1 1 1 L 
Other 
Total 57 14 57 14 55 16 67 4 8 79 
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0 -0 _, 
3: 
.... Cll 0 
Group 0 ..... :;2 ..... cu '° ..... 0 cu .., ("') ..... ...... .... 
""' 0 (") ..... :::0 ("') Cll en. ~ .. 0 Cll 0 """' ..... ..... :::> en 3 .... 
-0 -0 cu 
0 cu :::> 
·' 
:::> :::> :::> 
Yes No Yes No Yes ~o Yes No en .......... Cll Cl) :::> 
en '° 
Banks and Building Societies 
' 4 i i 
3 1 2 2 l 3 3 l 1 5 
Mining Comranies 
1 Coal .2 1 1 1 1 1 1 2 
. Oiamonds 1 1 2 . 1 1 2 2 
I Gpld 1 1 1 1 1 
I Metals and Minerals. 1 1. 1 1 1 
) financial Houses 
-I Mining 3 3 3 :3 1 4 
i 
Industrial 





_j t Beverag~s an~ Hotels ' 1 1 . 1 1 1 1 1 1 2 4 
Buildirig and Allied Industrie.S 4 1 4 l 4 1 4 1 5 
Chemicals 3 -3 3 ,3 3 
Clothing and.Knitwear 3 3 2 1 3 3 
n.shing 
food 
footwear and Leather 1 1 1 1 1 
furniture and Household Appliances 2 1 1 2 3 2 1 3 
Iron, Steel, Engineering and Elec~rlcal 15 15 15 15 1 16 
Motor and Transport 6 ·1 6 1 5 2 6 1 ·'·1' 
Pap~r, Pulp, P.ackages, Ctintainers and Timber 4 3 l 4 4 4 
Pharmaceutical and Medical 
Printing and Publishing 2 2 1 1 2. 2 
Stores 5 1 ·4· 2 1 5 5 1 6 
Sugar 3 3 3 3 3 
Textiles, Carpets, Blankets and Varn~ 
Tobacco and.Match 1 l 1 l 1 2 
Retailers and Wholesalers 
General 
· Oil Companies 3 3 3 ~ 1 4 
Service (Travel, Dry C.leaners, etc;) 1 . 1 1 1 . 1 
Other 
.!illl 61 10 58 13 52 19 61 10 8 79 
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...... 0 ...... ............ ...... ...... 
0 ..... 0 ...., 0 ::I 0 :z "' ., 0 ., (") ., c. ., 0 ..... 
Group CD IC CD 0 CD c: CD V> 
n 
(") ..... (") ::I ("). (/) (") "' ""' 0 -0 "' (") "' 0 "' ..... a.> ..... CD 3 ..... (/)•a.> (/) 3 (/) , C/l CD (/) -0 "' ........... <+·'< ..... '< ...... (/) -0 "' ::I 0 ::I ::I 
::I ....., ....... 
Yes No Yes No Yes No Yes No (/) CD ::I CD (/) '° 
Banks and Building Societies 4 3 1 3 1 4 1 5 
! 
Mining Cemeanies 
''Coal · 2 2 1 1 2 2 
Diamonds 2 2 1 1 1 1 2 
Gpld 1 1 l 1 1 
Metals and Minerals 1 1 1 1 1 
f,inanc}al House~ 







1 1 4 Beverages an~ Hotels 2 2 1 1 2 
Building and Allied Industrie~ 3 2 2 3 ·3 2 4 1 5 
Chemicals 2 1 2 1 2 1 3 3 
Clothing and Knitwear 1 2 1 2 2 1 3 3 
flshing 
food 
. ·r ootwear and Leather 1 1 1 1 1 
furniture and Household Appliances 3 3 2 1 3 3 
Iron, Steel, Engineeririg and Elec~rlcal 6 9 8 7 12 3 14 1 1 16 
Motor and Transport · 3 3 4 2 4 2 6 1 7 
' 
Paper, Pulp, Packages, Containers and Timber 2 2 2 2 1 3 4 4 
Pharmaceutical and Medical 
Printing and Publishing 1 1 2 2 2 2 
Stores 1 5 5 1 4 2 6 6 
Sugar 1 2 2 1 3 3 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 1 1 1 !' 
Retailers and Wholesalers 
General 
on·companies 3 3 3 3 1 4 
Service (Travel, Ory Cleaners, etc,) 1 1 1 1 1 
Other 
Total 33 38 48 23 51 20 63 8 8 79 
~ 




Developed for . 
Implementation.Plans 






























Developed, Evaluated in 
Light of Planning Premises 
----








Based on this Evaluation 
Corporate Objective Selected 
---- .,..._ -.. --------------- --------------------------- --
!----------- I 










TABLE 20 : DEVELOPMENT AND EVALUATION OF ALTERNATIVE DIRECTIONS (Questions 15, 16) 
> ..... 
0 ..... ....., 
Cl> Cl> < < ., Q) 
--0 Cl> ::I ..... ..... ..... Q) c 
gj 0 ..... Q) -0 ...... 0 ..... co 
::I Cl> < C"' ..... OJ ..... 0. Cl> <-.J. 0 (/) 
::3 ....... Cl> ::I Cl> ..... 
'° ::::I 0 (') 0. 0 
Group 
....., ...... ..... ("") ..... 
""Or-<., V> ..... 0 0 2 Q) 
-,.,...•o>CD Cl> < ., ::I 0 ..... 
CDC.C ....... (") ..... Cl> -0 ("") 
s::rc..+ Cl> (JI 0 ..... ::<:> 0 --0 
..... r+ Q) ....,. (') ., ::r Cl> 3 ..... 
(JI ..... 0 r+ Q) Q,1 ..... (JI -0 Cl) 
Cl> 0 Cl> ::::I Cl> ., ..... (JI -0 Q) ::::I 
U> ..... o.U> 0. Cl> Cl> 0 ::::I ::::I 
::::I .......... 
(JI Cl> ::::I 
Yes No Yes No Cl> (JI '° 
B~nks and Building Societies 4 4 1 5 
? I I j 
Mining Companies 
'"coal ' 1 1 1 1 2 
Diamonds 1 1 1 1 2 
Gold 1 1 1 
Metals and Minerals 1 1 1 
f inanc}al House§ 
Minfog 




Industrial Organisations . ' . 1 4 Beverages ?nd Hotels 1 2 2 
Building and Allied Industries 4 1 4 1 5 
Chemicals 3 2 1 3 
Clothing and Knitwear 1 2 1 2 3 
Fishing 
food 
Footwear and Leather . 1 1 1 
Furniture and Household Applian~es 2 1 2 1 3 
Iron, Steel, Engineerin~ and Electrlcil 12 3 9 6 1 16 
Mo~or and Transport 4 2 4 2 1 7 
Pap~r, Pulp, Packages, ContaiAers and Timber 2 2 1 3 4 
Pharmaceutical and Medical 
Printing and Publishing 1 1 2 2 
Stores 5 1 5 1 6 
Sugar 3 3 3 
Te~tiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 1 2 
Retailers and Wholesalers 
General 
Oil Companies 3 3 1 4 
Service (Travel, Dry Cleaners, etor) 1 1 1 
Other 
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TABLE 21 : COMPANY PHILOSOPHY AND AIMS STATED (Question 17) 
Principles of Action, No Total 
Group General Philosophy, Response Planning & Overall Strategy Stated Companies 
Yes No 
Banks an~ Building Societies 3 1 1 4 
Mining'Companies 
'' Coal · 2 2 
Diamonds 2 2 
Gpld 1 1 
Metals and Minerals 1 1 
financjal Houses 
Minfng' 





\ Beverages and Hotels 1 1 2 4 
Building and Allied Industries 4 1 5 
Chemicals 3 3 
Clothing and Knitwear 1 2 3 
·Fishing 
Food 
footwear and Leather 1 1 
Furniture and Household Appliances 2 1 3 
Iron, Steel, Engineering and Electrical 12 3 1 16 
Motor and Transport 4 2 1 7 
Paper, Pulp, Packages, Containers and Timber 3 1 4 
Pharmaceutical and Medical 
Printing and Publishing 2 2 
Stores 5 1 6 
Sugar 3 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 2 
Retailers and Wholesalers 
General 
Oil Companies 3 1 4 
Service (Travel, Dry Cleaners, etc,) 1 1 
Other 
Total 53 18 8 7.9 
-
- 506 -





Function Performed Area 
Profitability Area 
Ownership Area 
Social and Political 
Responsibility Area 
Scope of Operation Area 
Size Area 
0 25% 50% 
58,1%tm __________ _ 
69,7%._ ... __________ lllli 
63,~·----------------
58,1%,_ _________ _ 
50,8%11·.---------· 
81,0% .... ____________ _ 
32,7%11m ____ _ 
54,4'1'•---------· 




TABLE 22 : :CHOICE OF "COMPANY OBJECTIVES (Question lB(I)-(lO)) · .. 
Gr.oup Industry Market Product/ Customer 
Area Area Service Area 
· Area 
Yes No Yes. No Yes No Ye5 ·No 
B~pks and ·Building Societies J. l. .. ·4 4 3 ·1 
. ' 
Mining Companies 
Coil J 1 2 2 2 
Diamonds 1 ·1: 1 1 2 2_ 
Gold 1 1 . 1 . l . 
Metals and~Mlnerals l 1· l . 1 
financ~al Houses 
Mining 




Industrial Or:ganisations .. 
Bever~ges and Hotels· 1 1 ·· 1 ·' -·1 1 1 l I· 
Building and Allied Industries 3 2 3 2 3 .2 4· 1 
Chemicals 3 3 3 3 
Clothing and'Knitwear 2 I ·3 2 J· 2 1 
fishing 
food 
footwear and Leather · 1 .. I· l 1 
furniture and Household Appliances 1 2 2 l 3 2 1 
Iron, Steel, Engineering an~ Electrical 12 3 12 3 14 I 10 5 
Motor and Transport 4 2 5 1 4 2 3 3 . 
Paper, Pulp, Packages, Containers and Umber 3 I .3 .1 3 1 2 2 
Pharmaceutica1 and Me~ical 
Printing and .Publishing 1 .1 2 I l 2 
Stores l 5 5 1 4 2 ' 6 
Sugar 3 3 2 1 I 2 
Textiles, Carpets, Blankets and Yarns 
Tobacco and iMatch l l l 1 
Retailers and Wholesalers 
General 
. Oil Companies .. 3 3 3 2 1 
Service (Travel, Dry ·cleaner,~, etc~) I 1 1 I 
Other 







GRAPH 23 : ALTERNATIVE OBJECTIVES WITHIN SELECTED AREAS FORMULATED (Question 19) 
Alternative Objectives Developed 
Within Each Area Selected and Based on Premises Alternative Objectives Developed 
... 
lo 
... ,_____ . 
t:=.:...-=:-:--=-=---- ---------- --- ·-----·------
1-------- ---------
--------··· 
~ ------=1i&j!!% ----~. --,----~ -:=::=:-::=~~~::::::_-:::=:_-:-..=::::~-=-=::--==-=--=---=-------- -~ ----------·--------------------------.---·· --·-·--·--- -----------------------1 . . --- ------------------------------- ---·-·-·----------------·--------------------------- ----·-·----------------------·-------·-· . -----·-·--··----------·-·-·-------···--·------·-





TABLE 23 : ALTERNATIVE OBJECTIVES WITHIN SELECTED AREAS fO.RMULATED .(Question 19) 
R" 
....... "' ::s t+ =e:: 
t+ c: .... 
CD li·R" .+ 
., '-< ' :::.-
::s . = .... 
> QIOQl::S 0 ,_. ...- .-..+, V> . ..... 
o er .+ .. CD ~ 0 
('l)L.J, (1) -o i'"1 CL o> .t+ 
< CD -, ., )( (') 2 Q) 
Group 
CD C'> ::S m ..+ 0 :::r 0 .... 
.... ..+ c» CD ::S <> 
0 ..... r+ ...., • ., )> = 0 ':'"O "'O < ..... (/) ::s ..+ ., CD 3 .... 
CD CD < CDQ)::S-CD (/) "O .. Q) 
·ti en CD (I) ,_. CD QI "O Q) ::s 
0 ::s ::s 
::s ............ 
Yes No Yes No (/) CD ::s CD (/) <.C 
Banks and Building Societies 3 1 1 3 1 5 
p I I I f 1 
Mining C0111panies 
''Coal · ' ' ' 1 1 2 2 
Diamonds 1 1 1 1 2 
Gold 1 1 1 
Metals anp Minerals 1 1 1 
financial Houses 
Min fog 





Bev~rages ~nd·Hotels 1 1 1 1 2 4 
Building and Allied Industri~s 2 3 1 4 5 
Chemicals 3 2 1 3 
Clothjng an~ Knitw~ar 1 2 3 3 
Fishing 
rood 
Footwear and Leather 1 1 1 
Furniture and Househqld Appliances 1 2 2 1 3 
I~on, Steel, Engineering and Electrical 7 8 6 9 1 16 
Motor and Transport 3 3 2 4 1 7 
Paper, Pulp, Packages, Containers and Timber 1 3 1 3 4 
Pharmaceutical and Medical 
Printing and Publishing 2 1 1 2 
Stores 3 3 3 3 6 
Sugar 3 2 1 3 
Textiles, Carpets, Blankets ~nd Yarns 
Tobacco and Match 1 1 1 2 
Retailers and Wholesalers 
General 
Oil Companies 3 2 1 1 4 
ServJce (Travel, Dry Cleaners, e~c-) 1 1 1 
Other 
l2!!!. 37 34 30 41 8 79 
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GRAPH 24 : ESTABLISHMENT OF FUNCTIONAL GOALS (Question 20(1)-(7)) 






R. & U. 50,~% ---------
Personnel 






TABLE 2·4 : ·ESTABLISHMENT Of FUNCTIONAL GOALS (Question 20(1~(7)) 
.Group .. Marketing Engineering Production· Re: 
Yes No Yes No Yes No 
Banks and Building Societies 4 4 4 
' t 
Mining Companies 
Coll 2 1 1 1 1 
Diamonds 2 2 2 
Gold 1 1 1 
Metals· and Mineralli 1 1 . 1 
Financial Houses 
Mining 





Bever:ages and Hotels • 1 1 
.. 
2 1 1 
Building and Allied Industries 4 1. 2 3 4 1 
Chemkals 3 1 2 3 
Clothing and Knitwear 2 1 3 2 1 
fishing 
·.food 
footw~ar and leather 1 1 1 
F urni'l:ure and Household Appliances 3 3 2 1 
Iron~ St~el, Engineering and Electrical 14 1 . .12 3 ir .2 
Motor and Transport 5 1 3 3 3 3 
Paper, Pulp, Packages, Containers and Timber 4 3 1 4 
Pharmaceutical and Medical 
Printing and Publishing 2 1 1 :1 1 
Stores 5 1 6 1 5 
Sugar 3 2 1 3 
Textiiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 1 
Retai11'ers. and Wholesalers 
General 
Oil Companies 2 1 2 1 2 1 
Service (Travel, Dry Cleaner;;, etc.) 1 1 1 
Other 
Total 58 13 34 37 47 24 




GRAPH 25 : DEVELOPING POLICIES (Question 23) 
Selected Alternatives Expressed 
in Overall Policies 




R. & D. 
Finance 
Personnel 
Policy Manual El?borated 
0 25% 50% 
46,8% ... ________ _ 
62,0%111111------------
49,4% ... _______ _ 
25,3%,.. ___ _ 
24,0% ____ _ 
49,4%.---------
54,4% _________ _ 





---~---~ ··--·· n •• 
-.":~ ..... 
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TABLE 25 : DE~ELOPING POLICIES (Questions 21, .23, 24) 
Group 
~ 
Banks a·nd Bulhling Societies 















Clothing ancLKni twear 
Fishing 
Food 
Footwear and leather 
Furniture ~rid.Household Appliances 
Iron, Steel; fngineering and Electrical 
Motor and h~.ansport 
Paper, Pulp./Packages, Containers and Timber 
Pharmaceutic-al and Medical 
Printing and· P:u?lishing 
Stores 
Sugar · 
. _iextiles, Carpets, Blankets and _Yarns 
Tobacco and'.Match 
Retailers and Wholesalers 
General 
Oi 1 Compani'f!s · I 
Service (Travel, Dry Cleaners, etc.) 
Other 




Polic~es - - (Q.21) Marketing 
Yes No Yes No 
. . 
. 2 •. 2 . .. 1 3 
2 2 
1 i 2 
1 1 .. 
1 1 
2 1 I 2 
1 1 1 1 
2 3 4 1 
3 1 2 
1 . t ·. 1 2 
·1 1 
"I· 2 ,3 
10 5 15 
3 )'. 4 2· 
1 3 3 1 
2 1 1 





37 34 49 22 


























GRAPH 26 : IMPLEMENTATION PLANNING - DETAILED PLANS DEVELOPED (Question 25, 26) 
ii. 
Detailed Plans Developed 
for Achieving Corporate 
Obiective and Carrvino Strate 
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..,_ (") ..... C"'+ ;:o ..... •t+r-t-
QJt+<'l>QJ C: CD t-'• ..,.., 
c-t- ..... < ...... ....... (/) < < 
(D < ............ Cl> ~ Cl> Cl> .,, <O Cl> :::J Cl> U) U) ·-< RO'° 0.. -0 (/) --< CJ.., c-t-""' 0 
Group = 
r> -0 Cl>O-,-C ...... 
Cl> r> 0 ....... ...... (') QI Cl> :2 QI 
<Q1-,Q1 Cl> Cl> ...... (') 0 ....... 
Cl> ., -c :::J .., C. CD ....,, r> 
...... .., 0 (,/) 3C:<O .... = 0 -0 0 '< ., ...... .., .......... Cl> 3 ....... 
"'O ...... QJ _., :::J Cl> Cl> Cl> . U) -c QI 
Cl> :::J ...... 0 Cl>UlUlC.. -c QI :::J 
C..<O Cl> ., c.. ~ ~ ~ 0 :::J :::J 
:::J ...., ...... 
Yes No Yes No U) Cl> :::J Cl> U) <O 
Banks and Building Societies 4 2 2 1 5 
~ I I ( f I 
Mining Companies 
' Coal ' 2 2 2 
Diamonds 1 1 2 2 
Gold 1 1 1 
Metals and Minerals 1 1 1 
Fioanc~al Houses 
Minfog 





Beverages and Hotels 1 1 2 2 4 
Building and Allied Industri~s 4 1 2 3 5 
Chemicals 1 2 1 2 3 
Clothjng and Knitwear 3 3 3 
fishing 
Food 
Footwear and Leather 1 1 1 
Furniture and Househqld Appliances 1 2 1 2 3 
Iron, Steel, Engineering an~ Electrical 8 7 6 9 1 16 
Motor and Transport 3 3 3 3 1 7 
Paper, Pulp, Packages, Container! and Timber 3 1 1 3 4 
Pharmaceutical and Medical 
Printing and Publishing 2 2 2 
Stores 4 2 2 \ 6 
Sugar 3 1 2 3 
Textiles, Carpets, Blankets IJl!d Yarns 
Tobacco and Match 1 1 1 
Retailers and Wholesalers 
General 
Oil Companies 3 3 1 4 
Servjce (Travel, Dry Cleaners, etc,) 1 1 1 
Other 




GRAPH 26A : IMPLEMENTATION PLANNING - STEP-BY-STEP PLAN OF ACTION DEV£LOPED - MARKETING (Question 27A) 
0 25% 50% 75% 
Products and Services 
59,4% ... ---------· 
Markets 





40,5% ... ______ _ 
Advertising, Sales Promotion 49,4% .. ---------* 
Sales and Distribution 53,1% ... _________ _ 
Marketing Organisation 48,1% ... --------• 
Marketing Personnel 45,6% .. --------• 
100% 
- 5.17 :..: 
. . . 
TABLE Z6A : MARKETING. STEP-:-BY-STEP PLAN OF .ACTION DEVELOPED (Question Z7A) · 
Products & Markets Competition Financial 
Group Services Aspects 
Yes No Yes No Yes No Yes No 
-·4-·...,.,-·- ___ .. _ --· - .. 
Banks and Buililing Societies 3 1 3 . 1 3 1 3 1 
I 
Mining Comeanies 
Coal 2 2 2 2 
Diamonds 2 2 2 2 
Gold I 1 l 1 
Metals and Minerals 1 1 1 1 
Financial Houses 
Mining 





Bev~rages and -'Hotels 1 1 1 l l 1 1 1 
Building and Allied Indu~tries 4 1 4' 1 4 1 4 1 
Chemicals 3 2 1 1 2 2 1 
Clothing and Knitwear 2 1 2 1 1 2 2 1 
fishing 
Food 
Footwear and leather 1 1 1 1 
Furniture and ~ousehold Appliances 3 3. 3 2 1 
Iron, Steel, Tngineering and Electrical 11 4 11 4 10 5 11 4 
Motor and T rani;,port 4 2 4 2 4 2 4 2 
Paper, Pulp, e,achges, Containers and Timber 3 1 3 1 3 1 4 
Pharmaceutical·and Medical 
Printing and P~hlishing 2 2· 1 l 2 
Stores 3 3 2 4 I 5 5 l 
Sugar 3 .3 2 I 3 
Textiles, Carpets, Blankets and Yarns • 
Tobacco and Match 1 I I 1 
Retailers and Wholesalers 
Genersl 
Oil Companies 3 3 3 3 
Service (Travel, Ory Cleaner.s, etc.) l 1 1 .l 
Other 






GRAPH 26B : STEP-BY-STEP PLAN OF ACTION DEVELOPED - MANUFACTURING (Question 27B) 
0 25% 50% 75% 100% .. . 
Plant Location 48,1 % 
Equipment 49,4 % 
Maintenance 53,1 % 
Production 50,B % 
Materials 49,4 % 
Manpower 49,4 ., 
Other 17 ,B 
' . '·-:- \ 
TABLE 26B : MANUI 
I 
· Group . 





Metals and Min 
financial Houses 





Industrial Orq~ni · 
Beverages and 1 · 
Building an·d.A! 
Chemicals . f 




r ootwear and .l 
Furniture and I 
Iru:i, Steel, £1 
Motor and Tran! 
P·aper, Pulp, Pl 
Pharmaceutica11 














GRAPH 26C : STEP-BY-STEP PLAN Of ACTION DEVELOPED - FINANCE (Question 27C) 
financial Limitations Taken into 
Account in Overall Company Plans 
Overall Financial Objectives 
Determined~ Specific financial 
Resources Defined for Meeting 
Objectives 
Forecast Requirements to be Met 
by Generation of Funds Within 
Firm and How to Obtain Funds 
from Outside the Company 





Plans Developed How to Obtain 
Funds Needed from External Sources 69,7'111•••••••••••••-• 
A System of Financial Control 
Established and Maintained 
Covering Allocation and Use of 




TABLE 26c : fINANCE STEP-BY-STEP PLAN Of ACTION DEVELOPED (Question 27C) 
financial Limitations Overall financial Objectives Determined, forecast Requirements to be Met By Plans A System df financial Control 
..... 
Developed How 0 r+ 
Taken into Account in Specific financial Resources Defined Generation of funds Within finn or To Obtain funds Needed Established & Maintained Cover- :z 
Q) 
0 .... 
" Overall Company's Plans for Meeting Objective from Outside C011pany Establishment from External Sources ing Allocation & Use of funds "° i~ Group .. (I) "'O Q) 
Within the finn "'O Q) :::J 0 :::J :::J 
I :::J .......... 
Yes No Yes No Yes Nt> Yes No Yes No (I) .. :::J .. "'IQ 
Banks and Building Societies 4 4 3 1 3 1 4 1 5 
Mining Comeanies 
2 Coal 2 2 2 2 
l>iamonds 1 1 1 1 2 2 2 2 
Gold 1 1 1 I I 1 1 
Metals and Minerals 1 1 1 1 1 .. 1 
financial Houses 
Mining 





Beverages and Hotels 2 2 2 2 l 2 2 4 
Building and Allied Industries 4 1 4 1 4 1 4 1 4 1 5 
Chemicals 3 3 3 3 ' 3 3 
Clothing and Knitwear 2 1 2 1 2 1 2 1 3 3 
Fishing 
food 
Footwear and leather 1 1 I 1 1 I 
furniture and Household Appliances 3 3 3 3 3 3 
Iron, Steel, Engineering and Electrical 13 2 13 2 13 2 12 3 12 3 I 16 
Motor and Transport 5 I 5 1 5 1 5 I 5 I 1 7 
Paper, Pulp, Packages, Containers and Tilllber 4 4 4 4 3 I 4 
Pharmaceutical and Medical 
Printing and Publishing 2 2 2 2 2 2 
Stores 5 1 5 1 5 1 5 1 5 I 6 
Sugar 3 3 3 3 3 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 1 1 I I 2 
Retailers and Wholesalers 
General 
Oil Companies 2 l 2 I 2 l 2 I 2 l 1 4 
Service (Travel, Dry Cleaners, etc.) 1 l 1 I I 1 
Other 
~-~---
Total 60 11 59 12 57 l\ 55 16 6e 11 8 79 -
GRAPH 260 IMPLEMENTATION PLANNING - COORDINATION AND INTEGRATION OF INDIVIDUAL PLANS (Questions 28, 29) 
100% 
Implementation Plans Coordinated and 
Integrated with Overall Plan 




..._,_._ ________ _ 
0 
Overall Plan Includes Summary 
of Strategic, Individual 
Operating Plans and Budgets 
-- - ------·--·--· --·-··-···-·· 1-----------... ......_.... __ ~---~--. ----· 
- ~--··-------... --___.,..,.._ ________________ _,. 
--··-----------------------
--- -·-·--- -- ------·~---·-·- -------·------------





TABLE 260 : IMPLEMENTATION PLANNING - COORDINATION & INTEGRATION OF lNDIVIOUAL PLANS (Questions 28,29) 
OR"°"~ -Or+1--10 1--10 = n _, < ...... = ~ ...... ~ ~ ::l < 0 0 0 
(l)l--IQ)"C n>::::iQ. n<1> E3 ..... 
-,::J:::t~ :::;te ..... (/) ...... .., ;:<:) -0 Q) 
Q) ..... (/) <I> (/) <l""i-C:QJ ¢ Q) ...... 
I-' ('I) . 3 ~ ....... ..., c.. ~ (/) ::I 
......... te nm RO Cl. Q.) C'D ........ -0 ..... -0 
Group .., 0 ::I V")Cr+U> 0 <I> ....... ""'CCl>Or+ co r+ a> CD -0 ::I (/) Q) ...... r+ -,Jn;i c: Q) .._. co (/') ...- (/) ::I 
Q) <I> Q. ..+ Q. ..... .... .. c: Q) <1> ::I :::J a. ...... ...,. <0-+.on=i::::i ..... 
::I 0 CD "tJ • 9 ::I ::I a: Q) ::I ..... <1> Q) ..... '° ........... (/) .., .., ::I ..... <1> 'I' '-< '° ::r Q. 
Yes No Yes No 
Banks and Building Societies 4 3 1 1 5 
Mining Companies 
Coal 2 2 2 
Diamonds 2 2 2 
GQld 1 1 1 










Beverages and Hotels 2 1 1 2 4 
Building and Allied Industries 4 1 3 2 5 
Chemicals 3 3 3 
Clothing and Knitwear 1 2 3 3 
Fishing 
Food 
footwear and Leather· 1 1 1 
Furniture and Household Applianc~s 2 1 1 2 3 
Iron, Steel, Engineering and Electrical 14 1 11 4 1 16 
Motor and Transpo~t 5 1 3 2 l 7 
Paper, P~lp, Packages, Containers and Timber 3 1 2 2 4 
Pharmaceutical and Medical 
Printing and Publishing 2 2 2 
Stores 6 4 2 6 
Sugar 3 2 1 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 
Retailers and Wholesalers 
General 
OU Co111panies 3 3 1 4 
Service (Travel, Dry Cleaners, etc,) 1 1 1 
Other 
Total 61 10 45 26 8 79 
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TABLE 27 : OUTLINE OF A FIVE-YEAR COMPREHENSIVE PLAN (Question 30) · 














Be~~rages and Hotels 
Building and Allied Industrie6 
Chemicals 
Clothing and Knitwear 
Fishing 
Food 
Footwear and Leather 
Furniture and Household Appliances 
Iron, Steel, Engineering and Electrical 
Motor and Transport 
Paper, Pulp, Packages, Containers and Ti!ftber 
Pharmaceutical and Medical 
Printing and Publishing 
Stores 
Sugar 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 
Retailers and Wholesalers 
General 
Oil Companies 
Service (Travel, Dry Cleaners, etc,) 
Other 
Total 
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TABLE 2B : CONTROL IN PLANNING (Question 31) 
Group 














Be~~rages and Hotels 
Building and Allied Industrie6 
Chemicals 
Clothing and Knitwear 
fishing 
food 
footwear and Leather 
Furniture and Household Appliances 
Iron, Steel, Engineering and Electrical 
Motor and Transport 
Pap~r, Pulp, Packages, Containers and Timb-r 
Pharmaceutical and Medical 
Printing and Publishing 
Stores 
Sugar 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 
Retailers and Wholesalers 
General 
--orfCompanies 
Servic~ (Travel, Dry Cleaners, etc.) 
Other 
Total -
RO R'O -o -o c-> 
...... Cl> 0 
1--1 Ci) Q) ..., =3 
::s 0 ::s ..... r+-
(1') Q) ::S 0., 
c+ ....... C'D .., 0 
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...... Q) (/) 
t-100::J 
Cl> C1> 0- 0 3: 
a..< (...J. C'D C'D 
Cl> Cl> Q) ....... ("') > (/)' 
. 0 rt- c.c c: -c ..... o.:> ..., 
CD < t-1• t-1• 
c. Cl> :::s :::s 


















































































GRAPH 29 : BUDGETARY CONTROL (Questions 33, 34) 
Budgets for Controlling 
Performance Standards 
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TABLE 29 : BUDGETARY CONTROL (Questions 33, 34) 
...... = 3 . c: -0 
Cl. 0 
<.C "' .., 
V> Cl> "' ...+ J"T1 ...+ ...+ "' c Q) ...... (I) ...... ::::i Cl> ::::i :0 -< 3 n 
.., Cl.<.C ..... 0 -0 Cl> 
'-< "' 
0 0 ....... 
.., "."'Q.., ....... Cl> 0 
-< :;;: Cl. Cl> 3 ..... 
Group "' "' --1 <"> ""Cl> 0 '-'• 
- 0 
Cl> ::::i = ...+ 
0 C:::· Q => ...... "' ...+ c: = Cl)· .., ~ 5J ~ ..... ....... "' Cl. 0 ....... 3 ...... ,.-+- u:l <"> 
> c."' 0 ~· 'f (I) ~· co "" 
0 ..,,, .., ::::i ....... Cl> 0 ...+ Cl> 3 ....... 
CD .......i· n· ....., ..,,, c. ::> "' "' -0 "' "' => Cll I -<Cl> -0 "' ::> Cl> .., 0 ::::i ::::i "' ..... ::> ~· ~· 
Yes No .., 0 Yes No "' Cl> ::::i "' c. CD "' <.C 
Ba~ks end Building Societies 4 
1/ 3 1 1 5 . 4 ,1,3 
I . I I . f'i 
M!nlna Comeanies 
Co{l 2 1 1 1 2 
Diamonds 2 i,1,15 2 2 
Gpld 1 1 1 1 
Metals anp Minerals· 1 i 1 1 
Financ~al Houses 
Mining 1 






Q~verages and Hotels 2 1 1 2 4 
Building and Allied Industries 4 1 1,2,5 4 1 5 
Chemicals 3 1 2 1 3 
Clothing and Knitwear 3 i.1.1 2 1 3 
fishing 
rood 
footwear and Leather 1 1 1 
furniture and Household Appliances 3 i,l 3 3 
Iron, Steel, Engineering an~ Electrical 11 4 l,l!,2,4,8 12 3 1 16 
Motor and Transport 5 1 l,l 5 1 1 7 
Paper, Pulp, Packages, Containers an~ T~mber 4 1 3 1 4 
Pharmaceutical and Medical 
Printin~ and Publishing 2 1 2 2 
Stores 6 1,2,5 5 1 6 
Sugar 3 1 2 1 3 
TQxtiles, Carpets, Blankets and Yarns 1 1 1 
lobacco and Match l 1 1 1 2 
Retailers and Wholesalers 
General 
Oil Companies 3 1 3 1 4 
Servic~ (Travel, Ory Cleaner,s, etc~) 1 1 1 1 
Other 
Total 64 7 55 16 8 79 
GRAPH 30 : HUMAN RELATIONS TECHNIQUES USED IN BUDGET PLANNING PROCESS (Question 35) 
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TABLE 30 : HUMAN RELATIONS TECHNIQUES USED .IN BUDGET PLANNING PROCESS (Question 35) 
-0 .............. ::::c. = n -< ..,~coc: 0 0 0 
0 n 3 3 rl-
C? t:O ::r OJ = -0 cu ct> c: ::l ::I "' cu I-' Group (/) a. ...... (/) ::> (/) tC ..0 :::::0 -0 ..... -0 
"' c "' 
0 
"' I-' 
rl- "' I-' ::> (/) cu (/) cu (/) ::> 
-0 rl- "' ::> ......., c ...... ..... cu (/) 0 ::> 




Banks and Building Societies 3 1 1 5 
Mining Com~anies <SI 
Coal (~ 2 2 
Diamonds 2 2 
GQld 1 1 
Metals· and Minerals 1 1 
financial Houses 
Mining 





Bevarages and Hotels 1 1 2 4 
Building and Allied Ind~stries 3 2 5 
Chemicals 1 2 3 
Clothing and Knitwear 3 3 
fishing. 
rood 
footwear and Leather 1 1 
furniture and Household Appliances 1 2 3 
Iron, Steel, Engineering and.Electrical 1 14 1 16 
Motor and Transport 2 4 1 7 
Paper, Pulp, Packages, Containers and Timbar 2 2 4 
. Pharmaceutical and Medical 
Printing and Publishing 2 2 
Stores 3 3 6 
Sugar 3 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco and t-latch 1 1 
Retailers and Wholesalers 
Ge!!!!!! 
Oil Companies 1 2 1 4 
Service (Travel, Dry Cleaners, etc.) 1 1 
Other 
Total 25 46 8 79 
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GRAPH 31 : QUANTITATIVE AND GRAPHIC TECHNIQUES USED IN PLANNING (Question 37(1)-(10)) 
0 25% 50% 75% 100% 
Linear Programming 15,2% t I 
Dynamic Programming 5,1% 
Decision Theory 15,2% 111--.. 
. Probability Theory 18,9% ... __ _ 
Waiting Line Theory 7,6% 
Game Theory 2,5% 
PERT 24,0% ._ ___ _. 
CPM 20,2% I r 
Model Building & Simulation 36,8% ... ______ _, 
Other . 17 ,8% I I ftlM':l\PD A. 
GRAPH 32 TYPES or INFORMATION SYSTEMS 
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TABLE 32 : TYPES OF INFORMATION SYSTEMS (Question 38(1)-(3)) 
= ("") --! Systems 0 0 0 3 .+ 
"" -0 "' CD "' ...... ::;:: ,.., ,.., (J) => 
Q) ...... 0 -0 ,_,. " 
=> CD " 0 CD ...... c: C'> => (J) "' Group "' .+ 
(J) => 
...... .., CD => ...... ..... . 
(') => 
a> = ...... 
Yes No Yes No Yes No 
Banks and Building Societies 3 1 1 3 3 1 1 5 
Mining Companies 
Coal 2 2 2 2 
Diamonds 2 2 2 2 
Gold 1 1 1 1 
Metals and Minerals 1 1 1 1 
financial Houses 
Mrning 





Beverages and Hotels 2 2 2 2 4 
Buildi~g and Allied Industries 4 1 1 4 3 2 5 
Chemicals 3 1 2 2 1 3 
Clothing and Knitwear 3 3 3 3 
Fishing 
rood 
footwear and Leather 1 1 1 1 
furniture and Household Appliances 2 1 1 2 2 1 1 3 
Iron, Steel, Engineering and Electrical 14 1 2 13 9 6 16 
Motor and Transport 5 1 6 3 3 1 7 
Paper, Pulp, Packages, Containers and Timber 2 2 1 3 2 2 4 
Pharmaceutical and Medical 
Printing and Publishing 2 2 2 2 
Stores 5 1 1 5 6 6 
Sugar 3 3 2 1 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 1 1 2 
Retailers and Wholesalers 
General 
Oil Companies 3 3 3 1 4 
Service (Travel, Dry Cleaners, etc.) 1 1 1 1 
Other 







GRAPH 33 : USE OF C(J.1PUTER MODELS FOR CORPORATE PLANNING (Question 39) 
,~m - Ves - . I r . No ~rn . J 
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·.:~~-~:---~:-~':-:7=::-=~~~>T9-,9i ~.:.:::_:.~-===~-:: ="7:: 





TABLE 33 :. USE OF COMPUTER MODELS FOR CORPORATE PLANNING (Question 39) 
-0 c:: " :2: " --< ...... <n 0 0 0 0 
Q) Cl> 3 3 ..... 
:::J a. -0 "" -0 Q) :::J c ·Cl> Q) ...... ...... .... ..... <n :::J 
:::J 0 Cl> -0 ...... -0 
'° 
.., .., 0 Cl> ...... 
:::J <n Q) 
"::;: <n :::i 
0 0 Cl> :::J 
Group 
.., a. ...... 
-0 Cl> :::J 





Banks and Building Societies 1 3 1 5 
Mining Companies 
Coal 2 2 
Diamonds 2 2 
Gold 1 1 
Metals and Minerals 1 1 
financial Houses 
Mining 





Beverages and Hotels 2 2 4 
Building and Allied Industries 5 5 
Chemicals 1 2 3 
Clothing and Knitwear 1 2 3 
fishing 
Food 
footwear and Leather 1 1 
Furniture and Household Appliances 3 3 
Iron, Steel, Engineering and £lectrlcal 3 12 1 16 
Motor and Transport 2 4 1 7 
Paper, Pulp, Packages, Containers and Timber 2 2 4 
Pharmaceutical and Medical 
Printing and Publishing 1 1 2 
Stores 2 
4 ·. 6 
Sugar 1 2 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco aAd Match 1 1 2 
Retailers and Wholesalers 
General 
Oil Companies 3 1 .4 
Service (Travel, Dry Cleaners, etc.) 1 
Other 
Total 22 49 8 79 
GRAPH 34 ORGANISATION FOR LONG-RANGE PLANNING ESTABLISHED (Questions 40, 41) 
Suitable Organisation and Staff 
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TABLE 34 : ORGANISATION FOR LONG-RANGE PLANNING ESTABLISHED (Questions 40,41) 
,_, RO v:> > 0 :z n _, 
3 c: < .... 0 0 0 
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....... r+ r+ ,...,. Q) ;;;o -0 OJ 
CD Ql OJ ....... ::J CD OJ ....... 
3 ..... O'" Q) I-'• (/) ::J 
Group CD -+. ,_. O'" (/) -0 I-'• -0 ::J CD ....... Q) 0 CD ,_.. 
r+ c:> CD ..+ ::J (/) OJ 
CD 0 I-'• (/) ::J 
..... < .... 0 CD ::J 
::r CD <.O ::J ,...,. 
CD ,_. a> Q) ::J 
0 ::J - <.O -0 ""C ~· ,_. CD Ul n 
Q) c.. Q) ::r 
::J ..... Q) .......... .... 
0 0 ..... 
::J 
Yes No Yes No 
Banks and Building Societies 4 4 1 5 
' ; ; 
MininI Companies 
Coa 2 1 1 2 
Diamonds 2 2 2 
Gold 1 1 1 
Metals and Minerals 1 1 1 
financial Houses 
Mining 





, Pi 4 Beverages and Hotels 1 1 1 1 2 
Building a~d Allied Industries 3 2 4 1 5 
Chemicals 3 2 1 3 
tlothing and Knitwear 2 1 2 1 3 
fishing 
Food 
Footwear and Leather 1 1 
Furniture and Household Appliances 3 2 1 3 
Iron, Steel, Engineering and Electrical 7 8 B 7 1 16 
Motor and Transport 5 1 4 2 1 7 
Paper, Pulp, Packages, Containers ~nd Timt>er 2 2 3 1 4 
Ph~rmaceutical amd Medical 
Printing and Publishing 1 1 2 2 
Stores 3 3 3 '3 6 
Sug~r 3 2 1 3 
Textiles, Carpets, Blankets anq Yarns 
Tobacco and Match . 1 1 1 
Retailers and Wholesalers 
General 
Oil Companies 3 3 1 4 
Servic~ (Travel, Dry Cleaners, etc.) 1 1 1 
Other 
TOTAL 50 21 49 22 8 79 
GRAPH 35 : PLANS fOR CHANGING THE NATURE Of LON{;-RANGE PLANNING ELABORATED (Question A) 
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TABLE 35 : PLANS FOR CHANGING THE NATURE or LONG-RANGE PLANNING [LABORATED (Question A) 
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::> lO '< !""1 CD :::> ..... Vl >C ..... ...... ...., ........... ::> 
0 CD Vl lO ., 3 ...... 
3 ,.... 
Ql ::> ..... lO 
Yes No Yes No 
Banks and Building Societies 1 3 1 3 1 5 
I 
Mining Companies 
Coal 1 1 1 1 2 
Diamonds 2 2 2 
Gold 1 1 1 
Metals and Minerals 1 1 1 
Financial Houses 
Mining 





Be~erages and Hotels 2 1 1 2 4 
Building and Allied Industries. 5 1 4 5 
Chemicals 3 1 2 3 
Clothing and Knitwear 3 3 3 
fishing 
food 
footwear and leather 1 1 1 
furniture and Household Appliances 3 3 3 
Iron, Steel, Engineering and Electrical 1 14 3 12 1 16 
Motor and Transport 1 5 3 3 1 7 
Paper, Pulp, Packages, Containers and Timber 4 1 3 4 
Pharmaceutical and Medical 
Printing and Publishing 2 1 1 2 
Stores 6 t 5 6 
Sugar 3 1 2 3 
Textiles, Carpets, Blankets and Yarns 
Tobacco and Match 1 1 1 
Retailers and Wholesalers 
General 
Oil Companies 3 2 1 1 4 
• Service (Travel, Dry Cleaners, etc.) 1 1 1 
Other 
Total 4 67 20 51 8 79 
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APPENDIX A 
' 
UNIVERSITY OF CAPE TOWN· 
·DEPARTMENT OF BUSINESS SCIENCE 
SURVEY OF SOUTH AFRICAN FIRMS ON LONG-RANGE PLANNING 
QUESTIONNAIRE 
NAME OF ORGANISATION: 
NAME AND POSITION OF THE RESPONDENT: 
· SIZE OF ORGANISATION: 
Number of operating divisions or subgroups: 
Number of employees: 





















A. WHAT IS THE EXTENT OF WNG-RANGE PLANNING IN YOUR FIRM: 
(1) Does your firm have a formal planning sequence? Yes 0 
(2) When was this plan introduced? 
(3) How far ahead do you plan? 
(4) Do you regard this sequence as 'short- or long-term' planning? 
(5) Is the plan expressed in written form? YesO 
(6) How often is the plan revised? 
(7) Planned primarily by: Line 0 Staff D Both0 
B. DOES YOUR COMPANY HAVE A FORMAL SEPARATE PLANNING UNIT? 
(l) What is the official designation of this unit? 
(2) How many employees are there? 
(3) What is the title of the executive in charge? 
(4) To whom does he report? 
C. From what sort of background does he come? 
(e.g. economics, engineering etc.) 
D. Why was the planning unit established? 





(If possible, please attach any pol!cy statement indicating function, scope, and organisational aspects.) 
F. H ~rou do not have a special planning unit, how is long-range planning accomplished in your organisation? 
3 
1. Does your chief officer specifically define what the planning effort is to accomplish and what uses the plan 
will serve? . Yes 0 No 0 
2. Is his statement communicated to everyone affected by the planning? Yes D NoO 
3. What staff assistance and facilities are provided to support, coo~inate and encourage adequate planning 
by line managers·? • 
4. Do the operating managers elaborate specific implementation plans with the assistance of the staff or of 
the top management? Yes 0 No 0 
If so, please offer some details. 
5. Is the balance between line and staff participation and responsability maintained, and the line responsabi-
lity for profit recognised? Yes 0 No 0 
6. Are all assumptions upon which the plan is based, and the specific policies which are essential to the plan's 
success written down instead of merely presenting forecasts and budgets as the final plan? 
Yes O NoO 
7. Are action steps assigned to individuals within a time table of accomplishment? 
If so, can you elaborate? 
Yes O 
8. Do those who will be carrying out the plan participate in the planning process, so as to better understand 
what the plan is, and what it is designed to achieve? Yes O No O 
9. Does everyone involved in planning realise that the act of planning is often as important as the actual plan 
produced because it focuses the attention of line management on the future, improves coordination, and 
provides a measure of achievement? Yes O No O 
4 
10. Do you determine the key factors which will have ll. major influence on planning through a study of the 
following factors? 
(1) External environment 
A. Outlook for the industry 
a. Social influences 
b. Political conslder.ttions 
c. Technological influences 
d. Economic considerations 
B. Position of your company in the industry 
a. Market position 
b. c·ost position 
c. Technological position 
d. Competitive position 
(2) Internal factors - strengths and weaknesses 
A. Financial management policies 
B. Marketing management policies 
p. Manufacturing management policies 
D. Managerial accounting policies 
E. Personnel management policies 
F. General management of the firm 
11. Do you translate the findings of these analyses into forecasts: 
(1) Technological forecast 
(2) Economy forecast 
(3) Industry forecast 
(4) Sales forecast 






































12. Do you plan premises for developing implementation plans? YesO NoO 
13. Is the hierrachical nature of planning within your organisation recognised? (Is it realised that a large 
number of lower level managers' planning premises will come from the overall strategic plan, and Lh;11 
each level of plans becomes the framework upon which the next level of planning is based?) 
YesO NoO 
14. Is the importance of planning premises realised, and does everyone involved in the planning process under-
stand what plans should be developed based on them? Yes O No O 
15. In the light of the planning premises do you develop and evaluate alternative directions that your organi-
sation might follow? Yes 0 No 0 
16. Based on. this evaluation do you select the corporate objectives? YesO NoO 
17. Do you state the principles of action, general philosophy, and the overall strategy that will guide and 
control all phases of the plan? Yes 0 No 0 
18. Do you select your firm's objective(s) in one of the following areas? 
(1) Industry Yes 0 ·No0 
(2) Market YesO NoQ 
(3) Product, service offered Yes 0 NoO 
(4) Customers YesO NoO 
(5) Functions performed YesO NoO 
(6) Profitability YesO NoO 
(7) Ownership (limits your. firm wants to put on 
distribution of ownership) Yes 0 NoO 
(8) Social and political responsabilities YesO NoQ 
(9) Scope of operations (future geographic growth) YesO NoO 
(10) Size Yes 0 NoQ 
19. Do you deveiop alternative objectives? Yes O NoQ 
Within each of the above area selected and based on the study of external and internal planning premises? 
Yes O NoO 
6 
20. After developing the overall strategic direction for the company do you establish goals for each of the 
areas of the company's operations? 
(1) Marketing YcsO NoD 
(2) Engineering YesO No0 
(3) Production YesO i':oO 
(4) Research and development YesO NoO 
(5) Personnel YesO NoO 
(6) Finance, accounting YesO NoO 
I 
(7) Oth~r operations YesD NoO 
21. After developing and evaluating alternative courses of action that will achieve the objective(s), do you 
express the selected alternative in overall policies that best fulfill the corporate objective(s), and still 
meet market, industry, and company criteria? Yes D NoO 
22. If you do so, who is assigned in your company the responsability for coordinating the overall policy 
statements? 
23. For what major aspects of each company's operations (e.g. marketing, manufacturing, personnel, etc.) 
are policies designed in your organisation? 
24. Does your firm have a policy manual? (A framework within which many policy statements and their 
supporting procedures arid rules can be organised?) Yes 0 No 0 
25. Are detailed plans for reaching corporate objective(s) and ,carrying out the corporate stratcb'Y developed 
in your firm? Yes O No 0 
:!IL Do you specify subobjectives, and determine dcr-ivatJve strategies, polit:icH, pr<11:1~rltll'•'l1 awl nilPn 111 1iJI 
planning areas? y,,s D No 0 
7 




products or services YesO 
markets YesO 
competition YesO 
financial aspects YesO 
marketing research YesO 
advertising and sales promotion YesO 
sales and distribution YesO 
marketing organisation YesO 
marketing personnel YesO 






other (specify kindly) YesO 
to assure that the company's financial limitations have 
been taken into account in the overall company's 
plans Yes 0 
to develop overall financial objectives and determine 
the spec1f1c financial resources required to meet the 
company's objective(s) and operating requirements 
YesO 
to forecast how much of these requirements will be 
met by generation of funds within the company, and how 
much will have to be obtained outside the 
company YesO 
to develop plans how to obtain the funds needed 
from external sources Yes O 
to establish and maintain a system of financial controls 
covering the allocation and use of funds within the 























28. After implementation plans are completed do you review them, do you coordinate them, and do you 
integrate the individual plans w lthin the overall comprehensive company plan? 
YesO NoO 
29. Does your company's comprehensive plan include a summary of both strategic plans, individual operating 
plans, and staff plans and budgets? Yes 0 No0 
30. Can you outline your company's comprehensive 3-5 years business plan? 
YesO NoO 
If so, please do it briefly below: 
:n. Do ~·ou develop and install controls of measuring performance against planned objectives and goals? 
Yes O NoO 
9 
32. Does your company use budgets for controll1ng performance standards for each major operational and 
staff area? Yes 0 No 0 
If so, specify kindly the areas controlled by the budgetary control. 
33. For what specific time periods are the budgets prepared? 
34. Does everyone engaged in the planning process realise the importance of the budget as an implementation 
planning tool? Yes 0 No 0 
3b, Are human relations techniques applied in your firm in developing a method for obtaining truly active 
participation in the budget planning process? Yes 0 No 0 
If so, what techniques are used? 
36. How does your firm measure the effectiveness of planning? What criteria are applied? 
37, Does your company use some quantitative and graphic techniques in planning? 
(1) linear programming YesD NoO 
(2) dynamic programming YesO NoO 
(3) decision theory YesO NoO 
(4) probability theory YesO NoO 
(5) waiting line theory YesO NoQ 
(6) game theory YesO NoO 
(7) PERT YesO NoO 
(8) CPM YesO NoO 
(9) model building and simulation YesO NoO 
(10) other YesO NoO 
10 
38. What ls the nature of your company's information system? (How do you collect, screen, rearrange, and 
disseminate data required for planning? 
(1) manual system YesO NoO 
(2) electrical (or electrotechnical) data 
processing system YesO NoQ 
(3) electronic (EDP) data processing 
system YesO No0 
39. Do you use computer models for corporate planning? Yes 0 NoO 
If so, describe the model used and what planning decisions are studied with this model. 
40 . .To implement the plan does your firm develop a suitable organisation and staff? 
YesO NoO 
41. Does your firm have an organisational chart? YesO No0 
If so, would you kindly provide us with this document? 
42. If your firm does not have an organisational chart, can you briefly describe how responsabilities and 
authority are defined and assigned, and how working relationships are established in your company? 
43. How do you plan for organisational change? 
(1) How do you identify the scope and nature of the change and the attitudes and feelings 
of the personnel involved? 
' 
11 
(2) How do you develop a plan for introducing ~he change? 
(3) What planning steps do you use to reduce resistance to change, 
if possible without compromising the integrity and major objectives 
of the new proposal? . 
12 
A. Are there any plans for changing the nature of your present approach to long-range planning? 
· YesO NoQ 
If so, explain br lefly. 
B. How much planning, do you feel, is enough. for your company? (Please explain briefly.) 
C. Do you know what are the cost/benefit relationships in your planning process? 
YesO NoO 
If you know, please explain briefly. 
D. Would y9u like a copy of the summary of the results of this project? Yes 0 NoO 
